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Preface
In 1994, with the release of Managing Your Documentation Projects,1 I put together many of
the concepts and processes about managing technical documentation development that
had been percolating in the field. The book has been well received, indicating that people
involved in developing documentation needed a codified approach to the process. Many
people tell me that Managing Your Documentation Projects continues to be their industry
bible, providing them with a step-by-step process from planning and design through
development and production. Most of the processes described in that book have changed
little because they represent the basics of sound project management techniques. Except
for some of the information associated with print product, little about the basics of docu-
mentation plans, project estimates and schedules, project tracking, and project completion
has changed.

Nonetheless, much has changed for information development. As information-
development managers, you are under considerable pressure to reduce costs and project
time, to do the same or more work with fewer resources, send more projects to lower cost
economies, and, in general, to increase the value of the information you deliver. I have
designed this book to help you do so, in part by aiding you to make strategic decisions
about information development, moving yourself squarely into the ranks of a professional
mid-management leader. I have directed the discussion of project management toward
smarter decision making there as well. 

I hope that you find that by pursuing innovation in the design of projects, information,
people, and organizations that your work is recognized as valuable to your organization
as a whole.

Innovation in project management
This book brings the documentation project management ideas up to date. Although plan-
ning, estimating, tracking, and managing projects remains fundamentally the same, the
new information on project management in Part III of this book looks beyond the struc-
tured project of the 1980s and 1990s to the rapidly changing projects of the 2000s.
Managers and information developers find themselves challenged by shorted schedules
and the adoption of agile product development techniques that rapidly iterate design
ideas until the customer identifies what is needed. Consequently, this book introduces
agile information development to the mix without forsaking the central focus of planning
information design and development around the needs of information users. 

xix

1 JoAnn T. Hackos, Managing Your Documentation Projects, Hoboken, NJ: John Wiley & Sons, 1994. Managing Your
Documentation Projects remains in print and available. This new books expands upon the originally ideas presented there
but does not supersede them.
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The project management best practices in Part III include new attention to topic-based
design as a significant new design principle, replacing the development of monolithic
documents that owed more to the conventions of printing than to an understanding of
user needs. Topic-based design assumes that users are looking for standalone, brief, and
specific information to help them complete tasks and use products and systems quickly
and efficiently. 

Managing topic-based development introduces complexities in estimating, scheduling,
and tracking that were not part of book-oriented development. Topics must be carefully
planned, estimated in terms of scope and complexity, assigned to information developers
with subject-matter expertise, and tracked carefully through myriad changes through the
life of the project. The business advantage they provide far outweighs any complications
of project management. Topics give you specific, standalone solutions to deliver to cus-
tomers, allow you to reconfigure content to suit the demands of customers and product
configuration, help you increase your ability to update as soon as needed, and assist you
in decreasing the cost of producing and maintaining content in multiple languages.

Thus the best practices for project management in Part III have been rewritten to foster
a topic-based approach and promote efficiency in content management and delivering
content in multiple deliverables through single sourcing.

Innovation in information
development
The innovations in project management are, however, only a small part of the changes
that 21st century information-development managers face. Since the 1994 publication, doc-
umentation management has been transformed into information management. The term
“documentation” has within it an underlying assumption that has had a negative conno-
tation in the industry. Documentation refers to information that describes product or
process and how it was developed. Product requirements and specifications, engineering
drawings, manufacturing instructions, and others all explain the intricacies of a product’s
genesis and construction. In the same way, documentation is used to explain complete
processes internal to organizations, including contractual agreements and statements of
policy. Many times, such documentation includes procedures that codify the policies. 

Documentation is by its connotations inward looking—tasked with explaining what is.
It serves the needs of those that originated the policy, the process, and the procedures,
including those processes defined during the development of hardware and software
products. 

Unfortunately, process and product documentation is not defined as meeting the needs
of people who must use the processes or products to perform functions. People who need
information to learn and be productive at work and at home are not well served by con-
tent that is focused on how a product was developed or how it is intended to work. Nor
are they served by formal legal agreements or statements of contract or policy in learning
to perform a procedure efficiently and effectively.

xx Preface
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People need, of course, information that is developed with their learning and perfor-
mance as a central goal, not an accident. And, more often than ever, people need informa-
tion that is packaged and delivered in media that is most easily accessible. Before the
1990s, few options existed to deliver information in anything but print. Most technical
and procedural information was packaged as books. Now, multiple media delivery of
information, including websites, embedded and online help systems, knowledge bases,
CDs, and others, is the norm. 

As a result, many organizations dedicated to supporting people who need to learn and
perform tasks with products or without have redefined their work. What was once docu-
mentation is now regarded as any type of information that guides users. What was 
documentation writing is now referred to as information development. Many technical
writers today are referred to as information developers.

In the nearly 20 years since I wrote Managing Your Documentation Projects, information
development has sought to focus on developing effective information for users rather
than documenting how products were designed and developed. Although this transfor-
mation is by no means complete, information developers and managers are increasingly
aware that describing product features and functions or writing legally correct policies
and procedures does not promote good performance. If they want to ensure that cus-
tomers and employees are productive, they must directly address their information needs
and develop solutions that are more innovative and effective than shipping out an 800-
page binder of incomprehensible detail. 

Innovation in technology
Innovations in how to design information are influenced by better understanding of how
information is used by its consumers. Innovations in how to manage projects are influ-
enced by those design changes. Not only do the innovations increase customer satisfaction,
but they encourage managers and information architects to invest in new technologies. At
present, those new technologies include moving to topic-based authoring supported by
XML tools and content management systems. The new technologies allow information
developers to increase quality while decreasing the cost of development. Technologies that
reduce time spent on formatting text encourage information developers to spend more
time on planning, design, and development of sound content. Technologies that reduce
production time for multiple media (print, PDF, HTML, help, and so on) increase the time
devoted to ensuring that information is accurate and complete.

Technology innovations extend the information development life cycle into localization
and translation. Content management systems allow you to deliver topics to translation as
soon as they are ready, rather than waiting until entire books are complete. Translation
memory tools preserve the asset of previous translations, and machine translations allow
critical content to be delivered in a timelier manner.

Technology helps managers, and staff, reduce the number of resources required to pro-
duce a unit of content. Information planning and design encourages you to reduce the
content to only what is needed by the user. Technology innovations further allow you to
update content and respond to changing user needs more quickly.

Preface xxi
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Innovation in staffing
Information-development managers are generally enthusiastic about applying new tech-
nologies to information development. They are increasingly supportive of design innova-
tions that reduce the volume of unnecessary content that must be managed. Both
minimalism and user-centered design encourage new approaches to managing content
rather than simply documenting the product.

However, innovations in design and technologies are still not sufficient to decrease
resource requirements to the levels demanded by senior management. Consequently,
information-development managers seek additional ways to reduce costs without
decreasing quality. 

One solution is to move a percentage of information development to lower cost coun-
tries. When you can hire five information developers for the cost of one in the US or
Western Europe, you can maintain staff size while reducing development costs. Even if
the cost of offshore development is not as low as you may be encouraged to believe, the
overall effect on total cost can be significant, as long as the lower cost staff remain inex-
pensive and the cost of training and managing them does not exceed their employment
costs.

However, offshore development does nothing to encourage innovation. In fact, it
allows you to continue to be inefficient and to produce content that no one needs.

Innovation in portfolio management
If your responsibility is to increase productivity, decrease development costs, and maintain
value for the customer in the information you deliver, innovation in managing your portfo-
lio of projects and responsibilities becomes essential. Many times, information-development
managers see themselves in one of two ways: they are either people managers, keeping
everyone motivated and skilled, or they are super project managers, either managing all the
projects themselves or overseeing the project managers. Certainly, people and project man-
agement is an important part of the information-development manager’s job. However,
both are tactical responsibilities and can easily result in spending considerable time and
effort going in the wrong direction and doing the wrong thing, albeit doing it well.

Such a manager quickly becomes an order-taker from others, including product and
development managers or business-line managers. You are told, “Here is your set of proj-
ects for the next quarter or next year. Figure out what resources you need to meet the
deadlines. And, by the way, do the work with half the resources you calculate.”

Of course, you can employ technology to make your people resources more productive
or find less expensive people and let them continue developing in the same old way. Or,
you can choose a strategic direction for your organization, deciding which projects are
most important for the organization and applying your resources there. 

By aligning your strategy with overall corporate objectives, you can apply your best
resources to the most critical projects, provide average support for less important projects,
and relegate the end-of-life or the going-nowhere projects to maintenance or less. Actively
managing your project portfolio is never easy. You will no doubt experience a great deal

xxii Preface
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of opposition from product and process managers who believe each of their projects is
most important. But, by reducing resources, senior management is conveying the message
that you must keep spending under control while supporting the corporate strategy. Like
every other line manager responsible for manufacturing a product, in this case an infor-
mation product, you must make difficult choices about what gets full attention and what
is relegated to the back.

Part II of this book helps you understand the tradeoffs required for innovative manage-
ment of your project portfolio, including an examination of technologies and staff growth
and development. You will find the chapters of Part II organized to correspond to the four
quadrants of the Balanced Scorecard, a management measurement scheme described in
Chapter 3.

Reading this book
Part I of this book introduces the concepts I describe in this Preface. However, I begin in
Chapter 2 with an update of the original 1994 Information Process Maturity Model
(IPMM), an innovation that has become an industry standard. This 2006 IPMM gives you
a method for comparing the state of your organization to others, from immature organiza-
tions indulging ad-hoc behaviors to well-organized departments led by innovative and
professional managers. Use the IPMM descriptions of the five levels of process maturity
and the eight existing and two new key characteristics to evaluate your present state.
Consider what is needed to move to the next level. 

Most of what you need to enhance the maturity of your organization is covered here. In
Part II on portfolio management, I present many of the ideas I have been developing and
sharing in the past 10 years on making strategic decisions about the direction of informa-
tion development. In Part III on project management, I expand traditional project manage-
ment to include techniques of agile project development coupled with innovations in
information design. 

I hope you enjoy the ride.

Preface xxiii
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“I thought management was going to be easy.”
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An Introduction to
Information-
Development
Management

“Management” means, in the last analysis, the substitution of
thought for brawn and muscle, of knowledge for folklore and
superstition, and of cooperation for force. . . .

—Peter Drucker, People and Performance1

Managing information development has never been simple.
Information-development organizations are frequently orphans
looking for a permanent home. In many high-tech companies,
information developers work within the product development
structure, reporting either to product teams or other business
units or to a central development organization. In other compa-
nies, information developers report to more senior managers
in marketing, marketing communications, operations, or cus-
tomer support and service. In service-oriented companies and
nonprofit organizations, information developers report into
diverse management structures, often associated with human-
resources management or operations. In many of these struc-
tures, senior managers have little knowledge, and sometimes
little interest, in what information developers contribute to the
organization or what they might contribute, given an effective
managerial direction.

5

Chapter 1

1 Peter F. Drucker. People and Performance. Burlington, MA: Butterworth-Heinemann,
New edition, 1995.
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6 Part 1: The Framework

Despite the difficulties they face in winning respect and appreciation, information-
development managers are generally quite adept at focusing on the details of developing
publications and meeting deadlines. I often hear managers say that they never miss a
deadline. They believe in the necessity of getting the information products out the door,
usually on the same schedule that products are released. Meeting development schedules
requires a devotion to project management, especially the task of estimating and staffing
each project so that it is done on time and with the level of quality demanded by the cus-
tomers and the organization.

At the same time, I believe that information-development managers must be equally
adept at strategic management. The portfolio of projects is often more than can be done
with quality by the existing staff. That means making hard decisions about the priorities of
projects and how many resources should be devoted to each project. It also means being
constantly alert to opportunities to pursue a minimalist agenda, providing only the content
that users need to achieve their goals. It means pursuing content management and reusing
content among related deliverables. It means striving toward a higher level of process
maturity and ensuring that staff are well educated and directed toward both efficient per-
formance and the development of effective, customer-oriented information.

If you don’t already have enough to do in running an efficient and effective organization,
you are responsible for reporting to your senior management and educating them about the
value provided by your organization. You must develop strong professional relationships
with peer managers in your organization, including those in engineering and software
development, education and training, service, marketing, sales, and any others who affect
customers and might benefit from your support and collaboration. You must develop your
own staff, focusing on building skills and knowledge, as well as investing in the activities
that bring the highest value. You need to be alert to changing strategies, especially as you
move into a collaborative work model that includes global teams and outsourcing. You
must be skilled at bringing together team members who are geographically distributed or
who come from companies acquired through acquisition and merger. You may yourself lead
a team that becomes part of another organization and be required to adjust your business
methods to accommodate changing expectations.

If you are a new manager, you have much to learn about managing information devel-
opment and supporting your organization’s recognition as a key contributor in a larger
organization. I highly recommend learning from more experienced managers by joining
organizations that specialize in information-development management or provide
access to a community of managers. The Society for Technical Communication (STC),
the Professional Communications Society of the IEEE (IEEE-PCS), and The Center for
Information-Development Management (CIDM) all provide opportunities for new man-
agers to learn their art. 

If you are an experienced manager, you have the opportunity to share your expertise
with newcomers and to become part of the community of information-development man-
agers that is growing globally. By taking part in conferences, workshops, and electronic
communities, you can not only provide information yourself but also learn from the expe-
rience of others. 

I hope that you view your development as a more mature and secure manager with
enthusiasm. Although you may experience pitfalls along the way, the journey is rewarding.
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When your organization is recognized for its contributions and you are viewed as an effec-
tive leader, you have succeeded not only in advancing your own career but also in building
the profession as a whole. 

Best Practices in Information-
Development Management
In each chapter of this book, I have included a set of best practices for managing informa-
tion development in your organization. Some of the best practices are focused on how you
manage your organization as a whole, beginning with an examination of your organiza-
tion’s process maturity. Some are focused on strategic planning, allowing you to manage
your portfolio of projects effectively. Some of the best practices are focused on the man-
agement of projects, ensuring that you develop and deliver the information that your 
customers most need and that satisfies the requirements of your particular business 
environment. 

In this chapter, you learn about the importance of your own management role and
those who assist you in that role, whether inside or outside your own department. The
best practices in this chapter help you form an understanding of overall strategy with
regards to information development. They help you better serve the needs of internal and
external customers and employ tactics to ensure that you are delivering information in an
efficient and cost-effective manner. 

The four best practices in Chapter 1 introduce you to the four themes you will find
throughout this book:

✔ Understanding your many roles as an information-development manager

✔ Recognizing the need to build a mature organization

✔ Developing an information-management strategy

✔ Ensuring that your projects are managed efficiently and effectively

The best practices in this chapter provide you with an introduction and overview of the
issues I discuss in more depth in the subsequent chapters. 

Best Practice—Understanding your many roles as an
information-development manager
As an information-development manager, you have many responsibilities to your

organization, your profession, and yourself. Each of these responsibilities represents a
unique and challenging role that you assume when you join an organization. As the orga-
nization itself changes, your roles change with it.

In 1994, in Managing Your Documentation Projects (Wiley 1994), I divided the roles into
four critical areas. They are as relevant today as they were at that time with a bit of
modification. 

Chapter 1: An Introduction to Information-Development Management 7
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8 Part 1: The Framework

Your four key roles, illustrated in Figure 1-1, are

✔ communicator

✔ resource manager

✔ leader

✔ visionary

Figure 1-1: The many roles of the information-development manager

As a communicator, you are responsible for keeping the lines open to your senior man-
agement, to peer managers throughout the organization, and to your team members. A
central goal of your communication activities should be to develop an understanding of
and support for the information-development process and the information products you
produce to meet customer needs.

As a resource manager, you are responsible for ensuring that your staff is able to meet
the demands of your projects and engage in activities that advance the maturity of your
organization and introduce new, innovative practices. You are responsible for prioritizing
the portfolio of projects that your team manages and ensuring that you have the resources
to meet the requirements of deadlines and quality. 

As a leader, you need to be thoroughly engaged with your team members and under-
stand their activities. You cannot stand on the sidelines as an administrator but must be
involved in designing and implementing effective processes, information architectures,
and tools. You must know how your customers think and learn so that you can guide
your team to meet their needs with new ideas and best practices.
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As a visionary, you need a clear picture of what you want your organization to become,
one that is carefully aligned with the business objectives of your larger organization. You
need to understand and appreciate business goals and objectives so that the work of your
organization is never viewed as merely clerical. You need to communicate your vision of
what your team can provide effectively to the decision makers. 

Develop as a middle manager
When you were hired as a departmental manager or you moved into a management posi-
tion from another position in the same organization, you took on the responsibilities of
middle management. You report to a more senior manager in marketing, product devel-
opment, operations, support, or some other part of the larger organization to which you
belong. In that capacity, you are responsible for understanding the strategic objectives of
your manager and the corporate management and translating those objectives to the day-
to-day activities of your team and to the direction you set for your own organization. You
are responsible for communicating corporate strategy and direction to your team mem-
bers, even if you don’t always agree with the strategy.

As a department manager, you also have a relationship to other managers in depart-
ments with which your team interacts. Those generally include managers responsible for
marketing and selling products, directing operations in various parts of the organization,
developing and testing products, providing service and training to customers after sales
have been completed, and others appropriate to the role your organization plays. 

You may also have relationships with other peer managers in parts of the organization
that have different business directions. If the corporation has grown through mergers and
acquisitions, you may build relationships to other technical publication managers or oth-
ers responsible for writing operational or technical information elsewhere in the larger
entities of the corporation. You may also be asked to establish relationships with man-
agers and staff in partner organizations, including those reselling, servicing, or distribut-
ing your products or those who maintain technical information for products your
organization uses, sells, services, or distributes.

Finally, you have a significant role to play with your own staff members. They may be
located in the same facility that you work in, or they may be located anywhere in the world.
As a manager, you are responsible for ensuring their success and engaging them in the
active development of your organization’s products and services.

Operate as a professional
Outside of your immediate organization, you may have other obligations to the profes-
sion of which you are a part. As a professional communicator, you may be a member of a
trade organization that promotes the field. As a professional manager, you may be part of
groups that facilitate communication among peer managers. You are responsible for
knowing the state of the art and the best practices in your industry so that you can bring
them into play in your own organization. You are responsible for subscribing to industry
standards and deciding if they apply to your enterprise. You are also responsible for offer-
ing your own expertise and experience back to your professional colleagues, in the form
of publications and presentations on a local, regional, national, or international scale. 

Chapter 1: An Introduction to Information-Development Management 9
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10 Part 1: The Framework

You also have responsibilities to yourself for professional growth. If you have come up
through the ranks of technical communicator to a management role, you have grown and
changed from being an individual contributor to someone who takes responsibility for the
contributions of others. You have gone from being a colleague to being the boss, which is
often a dramatic change in direction. 

You may be engaged in promoting education in the field, either through teaching
opportunities informally in professional organizations or formally through programs at
local colleges and universities. You may have chosen to lead a professional group in your
community to increase your exposure to ideas and develop your management skills. You
may yourself attend educational activities or pursue an advanced degree in your profes-
sion or in a related management area.

In all of these circumstances, you have a wide range of influence and responsibilities. In
fact, you may feel that you are being pulled in too many different directions, each of them
demanding a degree of commitment and loyalty that may be in direct contradiction to
other demands. You may need to balance professional demands on your time and atten-
tion with responsibilities to family and other parts of your community. That balancing act
is never easy and seems to become more complicated every day.

Handle the balancing act
One of the most difficult aspects for managers in this complex act of balanced loyalties is
how to represent your senior management’s goals and objectives to your staff members.
This part of the balancing act is made more difficult if you have moved from individual
contributor to manager in the same organization. Former colleagues are now your staff
members. They expect you to maintain your loyalty to them and support their needs. 

At the same time, you have taken on a role in the larger organization that brings a new
set of expectations. Your management expects you to represent the larger organization to
your staff even when you may disagree with the actions of that organization. You may
know about plans that you cannot reveal to staff members, even though they will be
adversely affected. You may have to refuse requests for funding and support that you
find legitimate because you have other priorities that must be addressed first. You may
have to take actions you find extremely unpleasant and face criticism from your staff for
doing so (see Figure 1-2).

The best practice to consider in the face of a balancing act is open and honest communi-
cation. Your staff needs to know that they can count on you to tell them what their roles
should be with respect to the larger organization. For example, you have been asked to
reduce the amount of time and money spent on end-user information development in the
form of help systems. Your staff has spent a great deal of time developing a help system and
takes great pride in the help design and content they have created. They have even won an
award for the help system in an international competition. At the same time, on-site studies
reveal that the help system is not being used by the customers for whom it was intended.
Their roles in their work environment, the training they receive, the low turnover, and the
standard nature of the tasks may make the help system irrelevant, no matter how well
crafted it may be. Your management has asked that the help be discontinued and effort put
into other information needs. 
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Figure 1-2: The management balancing act

You know that your staff will be disappointed in the plans and will try to convince you
to push back on management. How do you proceed? 

The best practice is open and honest communication. You tell your staff about the outcome
of the studies and ask them how they might react. You explain that you understand their dis-
appointment but ask them to see the change as a challenge for doing more valued work. You
explain that management doesn’t want them to spend valuable time and resources on a help
product that isn’t meeting customer needs. You ask for ideas for new initiatives that are bet-
ter aligned with what you have learned about the customers. With a combination of under-
standing and honesty, you communicate the message from senior management and help
your team move to a new level and respond to the challenge effectively.

You face the balancing act in the other direction when your management or your peer
managers ask you and your team to do work that is not appropriate. For example, con-
sider the product developer or product manager who wants information included in the
documentation that, in the best judgment of you and your staff, is not appropriate for the
customers. The information may be more detailed than customers are prepared to under-
stand or need to know to be successful. The information may be written inappropriately
for the audience, with too much industry jargon or a poor writing style. The information
may be irrelevant for the customer. A developer may be more interested in sounding
impressive than in communicating with those who need unbiased information written
in language they can understand.

Most information-development managers face this conflict continuously in their rela-
tionships with other managers and their staff members. A best practice is to clearly state
your assumptions about responsibilities toward the customers. As the information devel-
opers, you and your staff are responsible for ensuring that customers are successful and
interpreting their needs for information. Your organization is, in effect, the owner of the
information and best situated to make decisions about content, format, and style. Although
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12 Part 1: The Framework

you remain open to suggestions about the information, in the end, you make the decision
about what should be included, what should not, and how the information should be best
presented. 

Unfortunately, you may face situations in which you have no political power to enforce
your position. The CEO demands that you remove all instances of contractions in a docu-
ment intended for naïve consumers who will succeed better if information is not intimidat-
ing. Despite all arguments, the CEO is adamant. In such instances, you are likely to comply
with the demands although you may find it safe to register your dismay and reiterate your
position as the keeper of the information. 

Develop a Balanced Scorecard
You will learn more about developing a Balanced Scorecard for your organization in
Chapter 3: Introduction to Portfolio Management. However, understanding how to balance
the demands made on you includes knowing how to focus on a larger view of your role.
The Balanced Scorecard reminds managers that every part of the larger organization is
responsible for the four parts of the scorecard: financial success and profitability, customer
satisfaction, effective operations, and efficient and knowledgeable employees. Best prac-
tices in each of the four areas help you to ensure that you concentrate on a strategy that
will produce success. 

As part of your balancing act, you need to

✔ understand what your organization values most so that you can ensure that the
focus of your department contributes to the organizational goals. If your organiza-
tion is devoted to winning market share and developing satisfied customers, your
mission will be different than if your organization is concentrating on reducing
costs. How you contribute to the profitability of the organization as a whole may
be difficult to measure. But learning everything you can about how financial suc-
cess is defined will increase your effectiveness as a manager.

✔ understand who the real customers are, the ones who write the checks that pay your
salary and allow the corporation to meet its financial goals. You need to clearly differ-
entiate between internal and external customers, reminding the internal customers
that their needs are second to those of the people who pay the bills. You need to
ensure that your team members have opportunities to know customers directly, espe-
cially with reference to their information needs. When you advocate for customers,
your advocacy must be based on real information, not opinions. Your information
plans must ensure that information helps make your customers more successful and
helps reduce the cost of ownership of your company’s products and services.

✔ understand that you are involved in managing both an operations and a product-
development function. It’s often difficult to remember that both objectives need to
be fulfilled equally. You need to run an efficient organization, one that meets its
deadlines and gets the information products into the hands of customers. But you
must also run an effective organization, developing information products that are
genuinely useful and usable. It doesn’t matter much if you meet deadlines and
keep costs under control, if your customers are ready to complain that they have
no tools to perform successfully with your company’s products.
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✔ understand that you have an obligation to your team members that goes beyond
creating a pleasant working environment. You must ensure that they grow and
continue to learn and innovate. Without growing, they are likely to stagnate,
doing the same thing today that they did 10 or 20 years ago. Without a focus on
continued growth, your staff will descend into a clerical function that is little val-
ued and ripe for outsourcing to a lower-cost resource. Your communication to
your team members must make the priorities clear. It won’t be sufficient to con-
tinue producing the same old information products. The products must change to
meet changing demands in the customers’ workplace and must change to compete
with others who produce better information and happier customers.

Learn more about the Balanced Scorecard as you progress and develop a scorecard that
you can use directly to measure your progress toward increasing your organizational
maturity.

Best Practice—Recognizing the need to build a mature
organization
Consider what it means to have a more mature organization. The details of the

Information Process Maturity Model (IPMM) are presented in Chapter 2: The Information
Process Maturity Model. At this point, you should find it important to recognize that you
need a mature organization if you are to meet business and professional goals and maintain
an effective and efficient department. I heard recently from a colleague that her manager
discouraged her from pursuing a customer contact because they were not mature enough as
an organization (as measured by the IPMM) to consider customers. The manager appeared
satisfied to run an immature organization, quite possibly viewing that immaturity as
inevitable.

Nothing could be further from the truth. I believe that every information-development
manager should strive for a higher level of process maturity because staying as a Level 1:
Ad hoc or a Level 2: Rudimentary organization invites devaluing and outsourcing. Certainly,
more mature organizations at Levels 3, 4, or even 5 may be wrecked by an ignorant or
malevolent senior manager, but you will find it much more likely that an organization
that performs primarily at a basic operational level is at risk.

What exactly is the difference between a mature and an immature organization, and
why are immature organizations at risk for dissolution or outsourcing? Overall opera-
tional quality and sustained innovation is a product of a mature organization. Although it
may be possible for the individual contributors who dominate Level 1 to produce exciting
new ideas and efficient methods, they do so in isolation. Level 1 describes an organiza-
tional pattern that is decidedly isolated. Individuals work independently, often prized for
their ability to be unmanaged or unmanageable. They thrive on reaching personal goals
with little interest in collaboration or even cooperation. Some such individual contributors
may indeed be very talented and produce superb information products. Others may lack
motivation, skill, and professionalism, producing lackluster results. 

If you look at an immature organization from a 30,000-foot perspective, you find wide
differences in quality and initiative. Everyone works for him- or herself, pursuing per-
sonal agendas and without regard for corporate objectives. In an immature organization,
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I see writers continue to produce the same manuals year after year, making them longer
and increasingly unwieldy. I see individuals unwilling to devote any business or personal
time to learning and professional growth. I see people for whom information develop-
ment is an 8 to 5 job and who basically engage in a clerical function. Of course, in the next
cubicle is someone who does care about the quality of the work and continually searches
for better methods to decrease costs and improve quality.

As a manager, which team member do you want working for you? If you are satisfied
in managing an immature organization, you are likely not interested in organizational
growth. I believe, however, that such managers are not the majority. Most of the informa-
tion-development managers with whom I have been engaged are devoted to building
more successful and recognized organizations. They want staff who are motivated to
learn and grow the organization as a team. They prefer people who are innovative and
devote time to pursuing new ideas and better practices. They build into the organization
time for innovations, especially those focused on knowing the customer better.

In a mature organization, sound processes are in place, projects are well planned and
managed, schedules and budgets are maintained, changes are made rationally and deliber-
ately, and everyone knows what is expected of them. The information products developed
in such organizations are designed to meet both the quality expectations of customers and
the business objectives of the larger organization.

Determine your current process-maturity level
Look around your organization. Evaluate the level of process maturity that your team has
achieved. Then, decide what you need to do to progress to the level you want to be. In
Chapter 3: Introduction to Portfolio Management, you will find suggestions for increasing
your maturity level. Look carefully at the characteristics of each process-maturity level and
think about your organization. Do you have standard processes in place? Do you measure
those processes to judge their effectiveness? If not, you are most likely at a Level 1 or 2. 

The Software Engineering Institute (SEI), the developer of the Integrated Capabilities
Maturity Model (CMMI), has demonstrated that higher levels of maturity result in signifi-
cant increases in efficiency of an organization. Increases in efficiency typically result in
productivity gains and reduced costs of operations. Mature organizations spend less time
on unproductive activities and those that add little value to the larger organization. They
spend more time optimizing those activities that meet the strategic goals of the larger
organization and help to increase customer satisfaction.

If you identify your current maturity level and find it too low, you need to begin a pro-
ject to improve. Improvement usually means looking closely at your processes and decid-
ing which add clear value to customers and the business and which add little or nothing.
Those that produce little value need to be eliminated or drastically minimized. Those that
add clear value need emphasis and close attention.

For example, you may discover that your team members spend a high percentage of their
time formatting engineering specifications and labeling them user manuals. At the same
time, the team spends little or no time learning about what customers need to know. The
overall value of their activities is low and easily outsourced. By shifting the team’s work to
higher-value activities, you not only improve performance but you also gain knowledge
about customers and information design that is not easily replicated by outsiders.
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Process maturity is a tool for withstanding the competition. High levels of process
maturity center on 

✔ measuring performance

✔ learning from your mistakes and shortcomings

✔ preventing the same problems from occurring again

✔ optimizing your performance in the future

With these characteristics in place, you can improve and gain approval for your efforts.

Best Practice—Developing an 
information-management strategy
Peter Drucker, noted management guru, captures the importance of an informa-

tion-management strategy when he writes, “There is nothing so useless as doing effi-
ciently that which should not be done at all.” It’s all together too easy for us to focus on
the deadlines and the press of everyday work rather than to set priorities and understand
what should be done. Most people, as managers and contributors, find comfort in getting
something out the door. But if the document you “get out the door” is useless to the cus-
tomer, you have only succeeded in increasing the customer’s level of frustration and
decreasing your value to the larger enterprise.

The more information you publish that does not meet customer needs, the more it con-
tinues to cost more than it’s worth. It also allows you to be overtaken by competitors who
get it right by providing the best information just in time and suited to the customer’s
goals.

Having mature processes in place will increase your organization’s competitive edge,
but without a strategy for information development, you won’t get the support you need
from senior management. You need to develop an information-management strategy for
your organization and ensure that your strategy is aligned effectively with the goals of
your larger organization. The details of strategy development, from understanding bud-
gets and customers to improving processes and encouraging employee growth and devel-
opment are discussed in Part 1, “Portfolio Management.”

The core of portfolio management for information development is strategic planning.
In your portfolio of work, you have a variety of projects to conduct that will produce
information for product releases, update information that has changed, provide operating
procedures for internal departments, and create a myriad of information types for your
organization. Your portfolio probably contains more than product- or service-related pro-
jects. You may be engaged in conducting user studies, designing delivery methods such as
information websites, managing localization and translation, designing instructional mate-
rials, and delivering training. Depending on the nature of your organization and your
responsibilities, your portfolio may include highly diverse activities or it may be focused
on producing a well-defined set of documents for internal and external customers.

In addition to the types of projects that engage your team’s best efforts, you may
be involved with new activities, including developing requirements for new tools and
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16 Part 1: The Framework

technologies, designing new information solutions, soliciting customer feedback, collabo-
rating with other parts of the organization, and engaging in external professional develop-
ment activities. All of these activities need to be managed effectively. But first you must
decide what resources you can afford to devote to each of them. Those decisions should
be governed by strategy objectives, and those objectives must be carefully aligned with
corporate objectives.

Align with corporate objectives
Consider the possible objectives that may impact your strategic planning for information
development. In this first case study, the emphasis is on reducing the cost of operations
and the cost of goods.

ABC Corporation: A Case Study
ABC Corporation’s senior management is most concerned with reducing the cost of goods for its hardware
products. The manufacturing costs include the costs of technical manuals, particularly the cost of translation.
Many of ABC’s product lines have long histories, with 40-year-old products still being sold to additional global
markets, requiring new translations. The existing product line is updated occasionally with new parts that require
small changes to the technical manuals.

As publications manager, you recognize the need to reduce operational costs and to make translations less
expensive. Your strategic planning centers on efficiency and cost reductions. You decide to pursue a content
management solution with a seamless integration into a translation management system maintained by your
localization service provider. You also decide to implement a controlled language system based on a terminology
database in English so that you get more language consistency in your source documents. This strategy requires
some rewriting to standardize language and a minimalist agenda to eliminate unnecessary content. 

A strategic direction like this one is common in industries in which cost reductions for
traditional products is paramount. In the next case study, the corporation is attempting to
move into new markets and is pursuing a “best in class” corporate strategy.

TAX Corporation: A Case Study
TAX Corporation develops hardware and software in a highly competitive telecommunications market. They
recognize the need to develop superior products that meet customer requirements at a lower cost than their
competitors. With manufacturing locations in low-cost economies, they are able to deliver the best prices in the
industry, but customers reject their offers because their technical information is undecipherable. Their strategy
of having the information authored by the engineers in a local language and then translated into English by
translators who do not know the technology has backfired, even if it is the lowest cost.
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Another set of objectives requires that the information-development manager set diffi-
cult priorities to identify which projects can be supported and which cannot. He is faced
with severely restrictive budgets and headcounts, which means that he does not have
enough people to do all the projects that the product managers would like him to support.

Chapter 1: An Introduction to Information-Development Management 17

As the new US publications manager, you recognize that your primary task is to improve information quality for
the customers while maintaining cost efficiencies. You have engineering developers whose first language is not
English, making it difficult to use American writers to learn about the new products. You decide on a global
strategy of developing a first-class information development team in the new country and supporting them with
your writers and editors in the US. 

Because you find it difficult to hire people with any technical writing experience, you focus on strong English
skills and some technical training in engineering or programming in your hiring strategy. A manager on your
staff who is bilingual expresses a strong interest in leading the new team in her home country. You create a
mentoring relationship between your US writers and editors and the new employees, and you provide for
technical training, as well as training in information development. You know you have to make a significant
investment if this enterprise will succeed, but your alignment with corporate objectives ensures that you get
the funding required.

BIG TIME Corporation: A Case Study
BIG TIME Corporation has a wide variety of products in its portfolio. Some have been in place for years with few
sales to new customers. Others are in mid-life, with updates occurring regularly. A few are the emerging stars,
solutions-based products that the company hopes will change its fortunes in the foreseeable future. The product
managers for every one of these products wants a large set of technical manuals that are regularly updated. You
have a continually decreasing staff in the US and an inexperienced small group recently hired in a low-cost
economy. Together, your team still cannot handle the workload.

As the director of information development, you develop a bold strategy in which you prioritize the products in
terms of their promise for the company and in alignment with what you have learned from senior management.
The top new products don’t get standard documentation sets. Their users are innovators and early adopters,
closely supported during installation and implementation by engineering and programming experts. These
customers, you decide, need technical white papers that explain how the products work and how they can be
best combined to produce innovative solutions.

The legacy products, you recognize, have very few updates and are primarily used by long-time customers with
few staff changes. They are more familiar with the products than your engineering team. You decide that these
products should be supported by basic files that describe the updates and present changes to procedures, but
you will not update the legacy manuals at all. You assign this task to the least experienced members of your
team, including the offshore writers.

continued
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18 Part 1: The Framework

As you can see from these examples, creating a strategy plan and setting priorities does
not always make you popular among all your internal constituencies. You will find your-
self defending your strategy with product and marketing managers who have agendas of
their own and want your attention to their needs. You should have strong senior manage-
ment support for your plan to help you withstand the blast of disapproval you may expe-
rience. Nonetheless, that disapproval, if it occurs, is easier to handle than overworking
everyone on your team to the point that they quit or producing work that satisfies no one,
including the customers.

I recognize that many companies do not establish a strategic direction for making deci-
sions even at the highest level. Projects are funded because their advocates are strong
politically and make the most noise, even when the projects seem unlikely to produce
positive or profitable results. Projects are canceled because their advocates move on, leav-
ing them with insufficient political support. If you find yourself in such a situation, in
which you are constantly fighting to respond to rapidly changing priorities with too few
resources and too many demands, you will find that setting your own priorities is even
more critical. If you were in a well-managed company, the priorities would be clear from
the first. In a poorly managed company, you need to set priorities on your own to enable
your team members to be successful. 

At some point, you might consider the “nut grass” story. We were living in West Texas
and battling an influx of nut grass in our backyard. Nut grass has dagger-like spines that
penetrate children’s sneakers easily. Nothing we did seemed to help. Finally, we had an
opportunity to have dinner with old friends who had been in West Texas for many years.
Much to our surprise, Al remarked after hearing our plight that he knew how to get rid of
nut grass. “How?” we implored. Al answered deliberately—”Move.”

Strategic planning enables you to manage your portfolio to best effect. Projects that
require information to be successful must come first in your planning. You may discover,
for example, that a maturing product needs different information as it is adopted by more
conservative customers than it did when it remained in the hands of early adopters. Early
adopters might have succeeded with support from engineering or product developers
and a few key white paper discussions of system architecture. Conservative customers
whose purchases often move a product into a profitable position often require information
resources that allow them to use the product successfully with fewer talented specialists.
For insight into the roles that various customers play in adopting technology, see Chapter 5:
Understanding the Technology Adoption Life Cycle.

BIG TIME Corporation: A Case Study continued

The mid-range products require more attention. However, the documentation set is clearly overblown, with
unnecessary marketing fluff and technical details added over 10 or more years. You create a group that is
devoted to a minimalist agenda. Their first task is to reduce the volume of documentation by at least 50% if
not more. Then, they will be charged with updating the newly redesigned information.

Your strategy won’t make you popular with the product managers who aren’t getting their usual full set of content,
but without the resources to make that possible, you believe you have a viable solution. In fact, you’re convinced
that the minimalist documentation will be better used by the customers than the old massive tomes.
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A product information set that was suitable for advanced users, focusing on concepts
rather than tasks, will be entirely unsuitable for beginning users who simply want to be
told what to do. Conservative buyers expect technology products to improve productivity
and reduce the worker cost, not increase it. Instructional information and quick reference
devices assist mainstream users to come up to speed quickly and find the information
they need to solve problems.

A strategic information plan that allows you to manage your portfolio creatively takes
into account key customer differences, as well as indicators that emerge from identifying
where a particular product is in the technology adoption life cycle. You will find that some
information products need to be supported by high-quality processes that ensure usabil-
ity, others need merely to be maintained at minimal levels, and still others need minimal
information to support early adopters who are themselves defining how the product func-
tionality will be used. 

One solution does not fit all projects
An information-development manager will be most successful by recognizing that one
product does not fit all. One information-development solution does not fit all environ-
ments. Multiple strategies are required to manage a diverse portfolio, especially when
resources are scarce. Scarce resources must not be squandered on unproductive informa-
tion products or unproductive work for any information product.

A strategy must not only define how to evaluate projects in the portfolio and decide
upon a course of action but also define the information-development life cycle in terms of
value to the customer. Your strategic planning should include not only the value associ-
ated with each project you support but also the value associated with every action to
which your team members devote time and effort.

My process maturity assessments with individual companies often reveal that a signifi-
cant percentage of the time spent by information developers has low value to the customers.
Most dramatic is the time spent on formatting text for final deliverables, using desktop pub-
lishing systems. We know organizations in which a third or even a half of information-
development time is spent on formatting. Although documents delivered to customers
should certainly be readable, the customer rarely or ever benefits from the degree of control
that fanatical page designers want to exercise on the output. The goal of a strategic plan
should be to reduce the time spent on low-value activities and to increase the time spent on
activities that provide substantial customer value. If you could trade the time spent format-
ting for time spent in customer studies, you would increase productivity among your team
and add a base of customer knowledge that cannot be reproduced by an outsource organi-
zation. If you move your authors to tools like XML authoring, which move formatting to
an automated process at the end of the information-development life cycle, you gain time
for them to understand customers better and minimalize the content you deliver. If you
develop a single-sourcing strategy in which you establish a database of content that is com-
mon to all or common to many, you gain time to work closely with your training or support
organizations and gain customer understanding from their experiences.

Strategic planning is a critical pursuit for a successful information-development man-
agement. It leads to more effective management of your portfolio of work and the
resources you need to support the portfolio. It is the first step toward recognition for the
value you and your team provide to the customers and to your organization as a whole.
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Best Practice—Ensuring that your projects 
are managed efficiently and effectively 
With a strategic plan in place and the sound decisions that follow on the goals and

objectives of individual projects, you are ready to approach project management as both
an art and a science. The art of project management requires that you continually explore
and introduce design innovations that better meet customer needs. The science of project
management requires that you control project costs and deliver effective products at the
time they are required.

In Part 2, “Project Management,” you learn the details of effective project management,
beginning with project initiation and planning, through estimating and tracking, and
finally into project delivery and evaluation. As an information-development manager, you
are unlikely to be managing each project yourself unless you have a very small organiza-
tion. However, even if you do not manage projects directly, you are responsible for ensur-
ing that the project management process is effective and followed successfully by all your
project managers. You must also monitor the progress of projects so that you are able to
assist in making trade-offs of resources and priorities. 

In too many organizations, project management is assumed not to be an information-
development responsibility at all. Projects are managed by other people—engineering
project managers, subject-matter experts, other department heads, or anyone with whom
writers are assigned to work. Unfortunately, when outsiders attempt to manage informa-
tion-development projects, they underestimate the work required to produce effective
information products. Engineering project managers routinely underfund information
development or forget to include information developers early enough in a project to
understand the functionality being developed. As a result, information developers often
begin a project too late to be successful, especially when they might suggest improve-
ments in product usability that could reduce the need for information. Subject-matter
experts often believe that they should write policies and procedures themselves, often
without understanding the needs of the information users. Information developers are
brought in at the end of the project, with the assumption that their role is to correct the
grammar and spelling and add the proper formatting. 

If others in the larger organization believe they should manage the information-
development project, they also assume that they should dictate the content to be produced.
In most cases, the content to be produced is exactly the same content that has always been
produced. Little, if any, innovation is pursued, because the project managers are not inter-
ested in innovations or are unaware of new developments in the field. It is far easier, if not
necessarily less expensive, to maintain the status quo.

In addition, outside project management results in peculiar decisions about content,
often to the detriment of the users. Developers and subject-matter experts use product
documentation as a repository for all product information, including information that
should have been part of the product requirements or specifications. That information
inflates the content delivered to customers, increasing the volume and reducing accessibil-
ity. Much of the information that we find in technical manuals are artifacts of the product-
development life cycle, providing no value to most customers.
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Take ownership of your projects
The first responsibility of a new information-development manager is to reestablish own-
ership of project management. Even if an engineering or subject-matter project manager
exists, you should always manage the information-development activities yourself or
through lead writers or designed project managers in your organization. 

However, if others are accustomed to dictating to information developers and getting
what they want, you may face an uphill battle to establish ownership of your projects. If
at all possible, you need the support of a senior management champion who agrees that
time and money will be saved and better quality delivered less expensively if experts
manage this part of the larger projects.

To gain management support, you must develop a business case for ownership. The best
way to establish the business case is through customer information. If you can demonstrate
for even one project that the information being delivered increases costs and reduces cus-
tomer satisfaction, you have the foundation for your case. 

Take for example the case for minimalism. In most organizations, you can easily estab-
lish that the customers are receiving information that is irrelevant to their goals. A simple
review of one documentation set reveals content that has little or no customer value.
Discussions with customers generally pinpoint the superfluous content and indicate
what is necessary to their successful performance. 

Pointing out the superfluous content or even the overly technical content is only the
starting point. Add to your business case the cost of publishing superfluous content that no
one needs or uses. The publishing costs might include the cost of localization and transla-
tion, printing costs, the costs of editing and formatting, and the costs of maintaining use-
less content in inventory. All of these costs can easily add up to significant expenditures. 

If the information is also producing inferior performance, you have an even stronger
business case to establish. You can establish a direct link between performance and infor-
mation quality by surveying customers, tracking calls to customer service, and opening
discussions with classroom trainers, installers, application engineers, or anyone else that
has regular, direct contact with customers. Staff in these functions are often aware of cus-
tomer productivity issues in learning and using your products effectively in the field. 

CIDM members have often found that customer service and support personnel are often
aware of areas where documentation is weak because it leads to frequent and lengthy cus-
tomer calls. Comtech’s consultants learned during one customer study that the instruc-
tions for installing the operating system on the company’s computers was fraught with
useless content, leading to an enormous number of service calls during installation. By
working closely with the service organization and understanding the nature of the prob-
lems that customers were experiencing, the Comtech team was able to restructure and
rewrite the installation procedures and virtually eliminate the service calls in that area.
The cost savings were spectacular.

After collecting the information you need, use it to build your business case for making
your organization responsible for managing information development and making the
best decisions about the content that customers really need. Present your business case to
your senior management to win approval. If you can show that cost savings will occur
and customers are likely to be happier, you usually will succeed in making your case.

Chapter 1: An Introduction to Information-Development Management 21
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22 Part 1: The Framework

Once you have gotten senior management’s support, you will need to persuade the
project teams that your staff works with on the larger projects. You might begin by meet-
ing individually with each project manager for the larger teams, explaining your business
case and how the new process will make his or her job easier. Stress the fact that your staff
is taking on responsibility for its own work. 

One presentation is not likely to be sufficient. Some project managers will be easy to
convince. They are usually the ones who have already turned responsibility for publica-
tions over to your lead writers. Others will forget what they agreed to and continue to try
to dictate how the information-development projects are run and what is produced. Still
others will fight the process, wanting to maintain control of the content. Succeeding
among the forgetful and the recalcitrant will require constant vigilance. Even after you
have established your ownership of information-development projects, new product
developers, marketing managers, and subject-matter experts will appear on the scene,
thinking that they own the information. You will find yourself continually making the
case for your ownership clear.

Perhaps the most difficult group to convince about project ownership will be your own
staff, especially those who have grown accustomed to following the dictates of engineer-
ing or other project managers. They are content to take orders because it requires little
thinking on their part. They also have an exaggerated view of the importance of the tech-
nical professionals and consider them more expert about everything related to the product
than they are themselves. This lack of confidence is often the most insidious form of resis-
tance you will meet among your staff. 

Some of your staff will be eager to take responsibility, having wanted that responsibil-
ity from the start. They also will be brimming with ideas for improving the information
and the process used to develop the information. Your role will be to ensure that their
ideas are in keeping with your strategic direction and that of the larger organization. 

Other staff members will have difficulty learning to push back on the stronger, more
forceful developers or subject-matter experts. They have learned to do what they are told
and have little confidence in their own knowledge and judgment. Perhaps the best way to
support them is to provide education to bolster their confidence. Training in information
design, user studies, task analysis, and minimalism can help them feel more like experts
in their field and less like scribes doing what they’re told. 

You will have to assume responsibility for intervening in projects that are going in the
wrong direction. At the beginning of the ownership transition, it would be wise to keep
close watch for information developers who are too willing to capitulate. You will need to
demonstrate how to push back, helping them to build confidence. You will need to provide
them with the data they need to support the position that you want them to take in design-
ing the information deliverables. You may be aided by changing tools away from desktop
publishing to XML, tools that are more difficult for others to access. You may use customer
studies as evidence for better decisions about content. You may focus on cost reductions.
All of these tactics will help reluctant developers and writers find their footing. 
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In the worst cases, you may have to escalate the problem to your champion in senior
management. Discussions among the more senior managers may filter down to the pro-
ject or product manager level, suggesting that they make better use of their time than in
dictating technical content.

Put strong project management practices in place
Strong project management practices are essential to ensuring that your team members
are adequately planning and controlling their projects. By following the recommendations
in Part 2 of this book, you will have an excellent, tested process for managing your infor-
mation-development projects. You need to ensure that everyone involved in projects
understands the process, even if they are not the project managers themselves. Educating
team members may begin by involving them in deciding how they will follow best prac-
tices in the profession and adapt them to their particular project circumstances.

I recommend using a process-development methodology that I have used successfully
with many organizations. First, outline the large process functions by identifying the pri-
mary phases of your information-development process. Figure 1-3 shows the five phases
of a project identified by one organization. 

Figure 1-3: The five phases of information-development projects

For each of the five or so phases you have identified, define the primary goals and
activities that take place. For each of the primary phases, add more detail. Typically, a
phase will have four or five basic functions that must be performed. In Figure 1-4 you see
the breakdown of the Planning Phase of a project.

Finally, develop a swimlane diagram for each phase that shows who performs each activ-
ity and what relationships are required from one action to another. A swimlane diagram
outlines the required actions of the information-development process in a step-by-step 
fashion. In developing your diagrams, you will often find the basic handoffs are not well
defined and actions are duplicated that should be done once. Figure 1-5 shows the swim-
lane diagram related to the Project Planning Phase of the information-development process.
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24 Part 1: The Framework

Figure 1-4: Project Planning Phase activities

Once your team members have agreed upon the process they hope to follow, ask them
to test it in a pilot project. Undoubtedly, they will find parts of the process that don’t work
exactly as required and will suggest changes. However, be aware that many teams try to
force the new process into their old ways of working. Be careful about changing all the
activities to support an environment in which there is little collaboration and most writers
work independently. If indeed, you want to move your organization to a more collabora-
tive, global structure, you will need new processes.

Trigger/Starting Point

• New information
 • Feedback from internal and
    external customers
 • Customer site visits
 • Missing information
 • Errors
• Product requirement definitions
   and specifications
• Discussions with product developers

• Primary
 • Customers (all levels)
 • Information developers
 • Training developers
• Secondary
 • Product developers
 • Stockholders
 • Marketing/Law/Financial

Outcome(s)

• Documents, Online Help, HTML
   Pages, CD
• Successful product installations
• Consistent information
 • easily searchable
 • meaningful
• Happier, more productive people
•Innovative information development

Level One

Process Beneficiaries

Documentation Process

Documentation
Process

• Fewer documentation errors reported
• Reduced number of service calls that could be
   attributable to documentation
• Information delivered on-time
• Continuous publishing of new content
• Reduced development costs
• Reduced translation costs

Performance Measures and Targets
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26 Part 1: The Framework

Prioritize levels of management by project type
The swimlane diagrams usually describe the complete process that is followed for the
most complex projects you conduct. They describe the “ultimate” set of activities that
should occur if the projects are to be handled effectively. Some projects, however, require
an abbreviated set of procedures, either because they are simpler than average or because
they are emergencies.

Simple projects may include those that are quick maintenance fixes for information that
is already completed and approved. They may include projects that are nearing end-of-life
or have very stable information sets and an experienced user community. Such projects
require fewer process steps to complete, often requiring only minimal planning and few
if any design activities. 

You may find it helpful to define swimlane diagrams for simple, quick-turnaround 
projects. Include only those steps in the process that are necessary to ensure accuracy and
usability.

Emergency projects or those with very short deadlines may require yet another approach
to project activities and project management. It is easy to be tempted to eliminate steps in
emergency or very short projects because there is so little time. However, in my experience,
emergency or short projects require more careful planning than other projects because mis-
takes are so damaging. Comtech has done projects that had to be turned around in less than
one week, but we have included planning, design, development, and usability testing to
ensure that we were headed in the right direction and able to meet customer requirements.
In such a project, several steps may be done simultaneously but are done nevertheless. In a
project in which we had one day to test the procedures for usability, we discovered that the
procedures could not be performed at all under real-life conditions. The engineers had
assumed a customer environment that simply did not exist. When we found the problem,
we re-invented the procedures, called the engineer on Sunday afternoon to verify our ideas,
and had the draft ready by Monday morning for review. 

We often find that emergency projects are best handled with great care, but that we can
often save time by reducing the number of reviewers and approvers or using a standard
design pattern for the content. 

Short Projects Require Advanced Planning
Comtech had a project that required a four-day turnaround for entirely new content. The project consisted of
a set of instructions for parents of preschoolers setting up educational software. We had between 30 and 40
separate educational programs to document in a few days. 

Planning and design were critical phases and could not be left to individuals. We met with the team working on
the emergency project to define the customers’ needs and consider our approach to the content design. Then,
we assigned the software to team members and asked them to try it out and come up with a design for the
instructions. A few hours later, the team members met again to present their design concepts and reach an
agreement about a standard design pattern. With the standard design pattern in hand, the writers were able
to complete the parent instructions ahead of the deadline. 
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All the phases of a project are important to the project’s success. Be careful about agree-
ing that planning or design isn’t required on a project because “there is not enough time.”
Planning makes a project shorter and more successful rather than longer. 

Consider, as you plan your variances for simple, emergency, and very short projects,
what is really needed to ensure success. If you don’t have time for a customer study, define
the “typical” customer so that all the writers understand the requirements for level of detail
and writing style. If you don’t have time for testing instructions with customers, consider
having writers test each other’s instructions. Overlap processes rather than eliminating
them. In short, find the critical path through your procedures, the path that ensures accu-
racy and quality in the deliverable. The steps in this path are those that are required and can
never be omitted. Other “nice to have” activities that you would prefer to do if you have the
time are those that are easiest to eliminate to make a deadline. You may have to accept a few
less than optimal page breaks rather than sacrifice accuracy and usability.

Make time for innovation
Information developers, in my experience, can easily get into a rut of following the same
processes for years and updating documents without considering their usefulness. Yet,
your user communities change, the nature of the information requirements change, and
you need to find ways to change, too. 

Making time for innovation is vitally important to maintaining a competitive edge.
That competitive edge may represent competition for resources within your own com-
pany. An information-development organization that never changes how they design
and deliver information may be easily outsourced or moved offshore. An information-
development organization that simply regurgitates information from engineering specifi-
cations may be easily eliminated and formatting work done automatically or given to
lower-cost clerical workers. 

Without taking the time to innovate, you may find your staff at risk. Innovation, how-
ever, requires decisive action. It doesn’t happen by keeping heads down in the cubicles.
In the IPMM, innovation is one of the hallmarks of a Level 4 or 5 organization. It requires
that you plan to allow innovation to happen, and it cannot occur in a vacuum.

Some managers actively pursue funding to send team members to outside activities.
Attendance at conferences and workshops can stimulate new ideas through exposure to
experts and colleagues. Participation in industry competitions can provide feedback from
judging panels. Hiring new staff from outstanding professional education programs can
introduce new ideas to a staid environment. 

Note that a Balanced Scorecard, described in Chapter 3: Introduction to Portfolio
Management, has as its foundation Employee Growth and Development. Too often, how-
ever, funds for professional education and training are eliminated in budget cuts or never
granted. If your department is not viewed as a professional contributor to product success
and is viewed as a clerical function, you are unlikely to obtain funds for education and
training. If you are viewed as an important contributor, you can argue that innovations
come from knowledge of the profession, the community, and the customer.

Chapter 1: An Introduction to Information-Development Management 27
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28 Part 1: The Framework

Some managers find ways close to home to pursue innovation and bring new ideas to
their team members. Palmer Pearson, senior manager at Cadence Design Systems, instituted
a program within his team to promote innovation. He also sponsored an Innovation Council
that brought together managers from local area companies and academic institutions to
share ideas and explore industry innovations. As a result, his team members began to influ-
ence innovative thinking in their larger organization, increasing the respect that product
managers and software developers have for technical communication.

Monitor project management successes and failures
You can learn a great deal from monitoring the projects in which your team is engaged.
Even simple accounts of the time required to complete projects can alert you to differences
that may reflect management problems. You may discover, for example, that some pro-
jects consistently take more time than others, as a senior manager in the telecommunica-
tions industry discovered when she reviewed the relative time of projects. It became clear
that projects done for one engineering team were always well over budget and consider-
ably more expensive than all the other projects. As she continued to monitor these pro-
jects, she learned that the engineering project manager was weak in planning his projects
and keeping them on track, negatively affecting the information-development part of the
project. When senior management learned of the cost differentials, which were supported
by high engineering costs as well, they quickly replaced the project manager.

As you prepare your project evaluations at the end of projects, always ask for the differ-
ence between estimates and actuals. If certain projects always take more time to complete
than estimated, you may have to revise your estimating algorithms. If some projects are
always under budget, you may also have inaccurate estimates. You may find that some
team members take significantly more time to complete projects than others. Perhaps their
projects are more difficult technically or fraught with schedule and product changes. Or,
they may be adding complexities to the projects that are not justified. 

Project failures often come when team members fail to respect each other’s contribu-
tions. They often are poorly planned at the highest levels, with constantly changing
requirements. They are often led by people who seem unresponsive to concerns about
cost overruns or unnecessary changes that are products of personal opinion rather than
good project management. 

Project successes come from sound planning, conscientious staff, and cooperation
among all the various members of the larger development team. They come when people
work together effectively and respect each other’s responsibilities. Successes frequently
are the product of good management. These projects are well planned, estimated, and
tracked. When changes inevitably happen, the lead writers or your project managers
assess the affect on the team’s work and suggest ways to keep the project moving toward
a sound conclusion.

Knowing the difference between failures and successes and managing for success is
part of your responsibility as information-development manager. Once again, your active
involvement in and awareness of the projects is critical. 
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Summary
No one ever told us that management is easy. As you move into information-development
management and gain experience in your role, you find that you have much to learn—
about managing people, projects, and the business of your organization. You play a balanc-
ing act in allocating resources, helping employees grow, introducing sound management
practices, inviting innovation in your design work, and managing projects that require 
different approaches to be successful and to keep costs under control.

In the two parts of this book, you learn about

✔ managing the portfolio of projects for which you are responsible

✔ guiding successful project management

✔ ensuring that you have the tools and insights to run a professional organization
that aligns with larger corporate goals

The best practices in each chapter lead you through the processes and decisions you
need to make to become an effective information-development manager. Each chapter
ends with a summary of the key concepts discussed in the chapter. I hope you profit from
the information and use the ideas to your advantage. Best wishes.

Chapter 1: An Introduction to Information-Development Management 29
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“I think we are at level 2.
How do we get to the next level?”
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The Information
Process Maturity
Model

You can often tell an organization is in crisis by the attitudes
expressed toward its customers and other outsiders. An orga-
nization in crisis is so entangled in its internal problems that it
forgets its fundamental reason for existence.

—Gerald Weinberg, Quality Software Management1

“How do we compare with other information-development
organizations?” 

“Are we following best practices?”
These questions are typical of the most Frequently Asked

Questions (FAQs) that information-development managers
focus on. The FAQs continue:

✔ How do our processes match with those of best-in-class
companies?

✔ Are we doing as well as or better than our competitors?

✔ Is our information as good as everyone else’s? 

✔ What might we do to improve?

31

Chapter 2

1 Gerald M. Weinberg, Quality Software Management: Systems Thinking, New York: Dorset
House Publishing, 1991.
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32 Part 1: The Framework

Given the pressure on every manager to improve the productivity of staff members,
reduce the costs of information development, and, at the same time, deliver a quality
product to customers, the ability to compare a department with leaders in the field is
essential. The Information Process Maturity Model (IPMM) was designed to provide stan-
dard methodology for making such comparisons. Managers worldwide have used the
IPMM to demonstrate to their larger organizations that their processes follow industry
standards, that they exceed industry standards in some areas, and that they need support
to improve processes in other areas.

During a recent IPMM assessment, the senior manager to whom the publications man-
ager reported stated that he expected the manager and the department to move from their
current Level 2 of process maturity to a Level 4 within two years. At Level 4, the vice pres-
ident felt that the department would be operating at an optimal level and be capable of
meeting the changing needs of the customers. 

Because many engineering managers are already familiar with process maturity assess-
ments in their own fields of software or hardware development, they understand the
IPMM’s role in providing a baseline of comparison with mature and immature organiza-
tions. They recognize that activities to improve process maturity will also help to reduce
costs and improve the quality of information products because they have experienced the
same gains in the groups they manage today. 

Today, the IPMM is fully supported by The Center for Information-Development
Management (CIDM), which sponsors the IPMM assessments that I conduct. 

The Information Process
Maturity Model
The Information Process Maturity Model (IPMM) has grown as an increasingly reliable
and informative response to the needs of information-development managers. Managers
are asked to demonstrate that they are at least as efficient and cost-effective as others in the
field. They are asked by senior management if their work measures up to others’ work in
the industry. They may even be asked if other departments have found ways to produce
information that meets customer needs at lower costs by learning from the experience of
similar successful organizations.

What is the IPMM?
The IPMM describes the practices that make an information-development organization
successful. Since I first defined the IPMM in 1992, I have regularly updated the model
based on a continuing analysis of organizations that exhibit best practices in the 
information-development industry. I seek out organizations and managers that have a
strategic vision aligned with that of their larger organizations, are focused on supporting
the profitability of their companies, know how to develop information customers truly
need, and are skilled at running effective and efficient business operations. 
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Although I continue to update the model on which the IPMM is based, I have found
that remarkably little has changed in our assessment of the characteristics of an effective
information-development organization. However, I have seen changes in the opportuni-
ties for education and training of staff members, especially inhouse training. I have seen
changes in organizational structure that require new management skills, including the
management of remote writing groups, more often today located in countries with few
information-development traditions or educational opportunities. I have also seen a con-
siderable increase in the amount of outsourcing in certain industries, including telecom-
munications and computer hardware. Outsourcing has been extended to include groups
in countries that offer low-cost labor. 

Capable managers leading best-in-class organizations have had to learn to cope with
the challenges by embracing technical and design innovations at the same time that they
have had to pursue more effective ways to reduce costs. I believe that the IPMM continues
to be an extremely valuable tool for managers seeking to better understand their own
organizations and their relationship with others inside and outside their companies. 

How did it get started?
I initially defined the IPMM in Managing Your Documentation Projects. However, work on
the IPMM had begun some years before. Throughout the 1980s, I was engaged in many
consulting projects with a wide variety of organizations, all engaged in producing infor-
mation for customers and employees. I worked with software development companies
that needed technical documentation and training materials for their products; with min-
ing, energy, and manufacturing companies that were developing new business proposals
and reporting on field research projects to clients; and with numerous government depart-
ments and research associations looking for ways to communicate their work to the pub-
lic. In each of these encounters, I found both immature organizations unable to organize
simple process flows or control costs and highly successful organizations that seemed to
do everything well. And, of course, I found most organizations somewhere in between,
doing some things very well and others barely adequately. As a result, I began to form a
picture of the range of characteristic behaviors that seemed to make a difference in the
organization’s success.

At the same time, I became interested in the work of Gerald Weinberg in systems engi-
neering. A physicist by education, Weinberg studied the success of organizations engaged
in software engineering. Weinberg postulated five levels of organizational maturity in the
software industry, from Pattern 0: Oblivious to Pattern 5: Congruent.

Also, during that time, the Software Engineering Institute (SEI) was organized by the
Department of Defense through Carnegie Mellon University. I followed their develop-
ment of a five-level model of maturity in software development with interest, although I
found Weinberg’s work to be much less government-focused. The problem I saw with
the original SEI model was its disregard for information development. Technical infor-
mation or customer documentation, it seems, was viewed as a byproduct of the software-
development life cycle, without a set of mature processes of its own. The underlying
assumption seemed to be that a software-development organization was successful if it was
able to meet deadlines, stay within budget, and deliver product that met the specifications.

Chapter 2: The Information Process Maturity Model 33
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Usability, a user-centered focus, or a recognition that people needed effective training and
information to perform successfully using the new products was not addressed. 

The emerging problem, as I saw it, was that software developers, many of whom
employed growing legions of technical writers in the early 1990s, were not going to learn
about responsible information development or usability from the SEI model. In fact, a few
information-development managers had called to report how concerned they were when
their companies brought in assessors for what became known as the Capabilities Maturity
Model (CMM). These assessors either were uninterested in looking at information devel-
opment or usability or were oblivious to the special requirements of information develop-
ment in effectively supporting customer performance and success.

Quite obviously, there was a need for a model to define process requirements for infor-
mation development. Hence the development of the IPMM. Despite the impetus provided
by the unfortunate assumptions in the CMM, the IPMM owes more to Weinberg than to
the SEI. Weinberg provided a thoughtful, customer-oriented structure that I could emulate.

An IPMM assessment
The CIDM regularly conducts IPMM assessments of information-development organiza-
tions. During an assessment, the information development staff and managers complete
a detailed questionnaire on the eight characteristics that form the core of the IPMM. The
questionnaire results are tabulated and used as a basis for the on-site interview with the
staff and managers. The interviews help to understand in depth how the organization
actually functions. In addition, interviews are held with staff members, managers, and
stakeholders in peer organizations and with senior management to gather their perspec-
tives about the processes and qualities of the information-development organization.
The assessment gathers data on current practices in the eight key areas described in
Table 2-1. The assessors also review sample documents produced during the information-
development life cycle, such as information plans, project plans, project estimates, actual
project data, and so on. The assessors also review examples of information products pro-
duced by the organization. 

In the comprehensive assessment report, the assessors provide detailed findings describ-
ing the current level of process maturity and recommendations for moving to the next high-
est level. They also provide benchmark data that compares the organization with similar
organizations, based either on product area, size, or organizational direction. The assess-
ment report recommends actions that conform to the Six Sigma continuous process-
improvement model.

What are the five levels?
In parallel to the CMM and Weinberg’s model, the IPMM defines five levels of process
maturity. The five levels are described in Table 2-1 with basic recommendations for the
transition from one level to the next.

The five levels of the IPMM provide you with a model both to assess your current orga-
nization and to set your sights on a move to the next level. The IPMM gives you a blue-
print for change by capturing the characteristics of successful organizations that routinely
meet or exceed customers’ expectations.
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38 Part 1: The Framework

Maturity Levels of the IPMM
The five maturity levels of the IPMM are closely related to the ability of your organization
to innovate in information design and increase your productivity and efficiency. Process
maturity relates especially well to evaluating the ability of an organization to move to a
content-management environment for planning, developing, managing, and tracking
their information-development activities. 

Level 0: Oblivious
Although there are five primary levels in the IPMM, I find it useful to describe a sixth
level that I call Level 0. Level 0 describes an organization that produces technical informa-
tion but does not recognize the importance of employing people who are experts in infor-
mation development. The technical information is usually produced by technical experts
in the context of their work in product, process, or service development. If a Level 0 orga-
nization employs anyone to produce information products, the work is primarily dedi-
cated to formatting final deliverables and correcting basic grammar and spelling.

Not Yet Ready for Prime Time
The head of customer service and support at Hyperactive Development is concerned that the maintenance
engineers cannot easily find the information they need to repair customer equipment. They have access to a file
server that holds documents and technical bulletins prepared by the design and development engineers and the
people in manufacturing that assembled the machines. Customers have complained that repair work is often slow,
extending equipment downtime and affecting their productivity. If the problem gets much worse, Hyperactive faces
fines for violating service level agreements. 

The department head attended a conference on content management that included sessions espousing the
advantages of moving documents into a content-management system and using XML markup to enable reuse2

and repurposing.3 He announces to his staff that the company needs to “get into” content management right
away for all its marketing and customer documents, especially the product manuals. 

Unfortunately, the organization has no one who understands content management and how information should
be developed to meet the needs of the field staff. They decide to bring in The Center for Information-Development
Management (CIDM) to conduct a process assessment and provide recommendations for improving their
information delivery.

At the first meeting with the support team, the assessors ask who creates the information and what processes
are used to develop, review, and publish the maintenance information.

The service manager explains that many people in the company create the documents. The research and
development engineers write their own product specifications, and a few of the engineers and programmers put
together the user manuals for the products. Manufacturing engineers write technical bulletins as they assemble

2 Reuse refers to the process of using chunks of content in more than one context or document.
3 Repurposing refers to delivery the same information in more than one medium print, HTML, help, and so on.
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Despite the service department’s interest in content management, Hyperactive
Development is not yet ready for prime time. They need first to pursue several important
and potentially difficult steps toward standardization before content management makes
sense: 

✔ Review who creates documents and what documents they are creating (an inven-
tory of existing materials).

✔ Understand the processes being used throughout each document-development
life cycle.

✔ Query customers, both internal and external, about the successes and failures of
the current documentation set.

✔ Create a standard set of documents related to the products being delivered and
the users’ needs for information.

✔ Adopt a standard document design that takes into account relevant differences
among the document types. Create a template for each document type with com-
mon style names across the set.

✔ Train staff members on using the standard.

✔ Institute a quality check process to ensure that the outgoing documents follow the
standard design and template.

Most importantly, to move to Level 1 or higher level of process maturity, Hyperactive
needs to hire experienced information developers to participate in the information-
development process.

Chapter 2: The Information Process Maturity Model 39

the products in the factory. The field installation and maintenance team in customer support creates install
guides and maintenance manuals for their own use. Customer telephone support develops FAQs for the
company’s website and creates ad-hoc documents that they send to customers in response to queries.

In brief, documents are created everywhere by everyone. They each develop the documents any way they like,
with no common look and feel. Company officials have vehemently opposed hiring technical communicators in
the past. They feel that the engineers know the products best and should be able to write about them. 

When it comes to publishing the final versions, once again, staff members use a wide variety of processes, each
developed and implemented independently. They put documents on a company internal website, which does
not have a search system. They also develop CDs with PDFs of the documents but not a search system either. 

In the Information Process Maturity Model (IPMM), Hyperactive Development is at Level 0: Oblivious. In an
oblivious organization, management has not yet recognized the need for standard information produced
following a quality assurance process.
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Rest assured, these steps will not be easy to pursue. Dealing with an essentially ad-hoc
organization is always difficult. In an oblivious organization (not yet ad hoc), people don’t
see the point of standards or of using a regular information-development process. They
value their independence in creating anything they want, rather than the need to deliver
usable, accessible, and effective information to customers and staff. Impressing everyone
about the need for standards is especially difficult when no experienced technical commu-
nicators are part of the picture. Occasional information developers have little interest in
standards or patience with a defined process. Because document development is not part
of their regular job description, it’s low on their priority lists.

Even if you are working with experienced technical communicators, you are likely to
encounter resistance from staff who have long been independent. We all know, of course,
that even under the best of circumstances, communicators find it difficult to compromise
on style preferences. Everyone thinks his or her way is best.

Quite clearly, an oblivious organization is not ready for content management. I find that
if they invest in a content-management system, they will use it as an expensive file server
with version control. Version control alone provides little calculable return on investment.
The only path available to an oblivious organization wanting to take advantage of content
management and reuse is through standards and a professional information-development
team. 

Perhaps the best means of achieving some success is to ensure the support of a cham-
pion in senior management. Champions among senior management are most likely to
emerge in response to customer complaints or out-of-control costs. Customers unhappy
with the current confused state of affairs often become quite vocal about their problems.
Staff members who cannot find information that supports their work voice complaints
as well.

Oblivious organizations are on the slow path toward information-development solu-
tions. It often takes two years to move an organization one level in the IPMM.

Level 1: Ad hoc
Level 1: Ad hoc is the first recognized level of process maturity. In most cases, a Level 0:
Oblivious organization has no mechanism for recognizing the need for a more mature
process, that is, unless someone in senior management decides that problems with cus-
tomer or staff dissatisfaction have reached critical levels. 

Level 1 organizations often appear when information developers are first hired,
although at early stages, the information developers may have no experience in the pro-
fession and little understanding of standards for product or process. In other cases, people
with experience in the profession are hired by individual product or process development
teams to work exclusively on their information development. Information developers
report to people managing the technical teams, rather than to experienced information-
development managers. The individuals may be skilled and experienced, producing
excellent work and instituting their own good processes, or they may be completely 
inexperienced with little idea of what is required to deliver quality information in a cost-
effective way.
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From the 30,000-foot view, a Level 1 in process maturity appears much like Level 0. The
difference is that in a Level 1 organization, professional technical information developers
are, for the most part, responsible for information development. Some Level 1 organiza-
tions may have a few small departments with experienced communicators. Other Level 1
organizations, closer to Level 0, depend upon technical managers to supervise informa-
tion developers. Still others have a mixed approach.

With so many diverse approaches to information design and development processes,
Checko needs to consolidate and standardize before taking on any new projects, especially
content management. Individuals and small teams will have to pool their resources, creat-
ing a unified approach to information development and moving to Level 2: Rudimentary.

Individual initiative in Level 1 organizations
In observing many Level 1 organizations, I have always noted the strength of individual
initiatives that foster innovative approaches to delivering content. But it is this individual
behavior that limits Level 1 organizations to ad-hoc approaches that succeed only when
they are limited in scale. For an organization to work toward a uniform, standardized
solution involving more than a handful of people, staff members will have to work
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Independence Rules in Ad-Hoc Organizations
The CIDM has been asked to conduct an IPMM assessment for Checko Systems, a huge manufacturing company
with a wide range of products. When it was a fledgling start-up, Checko had a central technical publications
organization.

Today, however, Checko has a number of autonomous information developers, each associated with a set of
products. The information developers are co-located with the engineering teams and are distributed around the
world at the company’s many development locations. Some of the information developers work in small teams
and have set up their own standards and processes. Others work alone. Overall in the company, no standard
approach to information development exists.

The IPMM assessors’ initial investigation centers on structure standards:

✔ How is information created by the diverse, autonomous departments and individuals?

✔ Have any of the teams set up standards for document design? Is anyone using a style guide?

✔ Are there any common processes in place among the teams? Are the staff willing or able to cooperate
with one another?

After several meetings with individual contributors and small teams, the CIDM assessors conclude that they are
dealing with a Level 1: Ad-hoc organization. Processes, information structures, and even basic design standards
differ markedly from team to team. Although all the documents are delivered to customers on a corporate
website and a single CD-ROM, simple searches reveal that each document is a complete surprise. Terminology
is not standard; tables of contents for similar products are different; the users cannot easily tell which product
or release they are reading about when they use full-text search.
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together. Ad-hoc organizations, by definition, do not have the degree of collaboration or
cohesiveness necessary.

Once staff members in a Level 1 organization decide that they will benefit by working
together and agreeing on standards in process, design, and technology, they are already
on their way to becoming a Level 2.

Centralizing production
Level 1: Ad-hoc organizations often begin to standardize by developing a central produc-
tion team that is responsible for final deliverables. Typically, such centralization occurs
when it becomes cost-effective for an organization to publish technical documents jointly.
The organization decides to issue a single CD-ROM with all their documents or place the
documents on a centralized website.

Typically, the work of a central production team is repurposing. They take the docu-
ments produced by the information developers in different parts of the corporation and
issue them as a unit. Costs are saved because only a few people are responsible for pro-
duction activities (producing PDFs, creating CD-ROMs, posting to a website) rather than
everyone working independently or in small teams.

Smoothing the production process, automating many activities, and using non-
proprietary tools result in significant returns on investment. By reducing production
costs and time, documents are not only less expensive and less time-consuming to pro-
duce, but also more time is left before production to ensure accurate content.

For a Level 1 organization to move to Level 2 of process maturity, they may consider
several strategies:

✔ To achieve consistency, individuals or small groups must form a coalition to
develop information-design standards and implement common tools and tem-
plates for all the documents produced throughout the company.

✔ Once standards are in place, individual departments will need to train staff mem-
bers to use the standards effectively.

✔ By working together, the small groups need to adopt uniform processes for infor-
mation development, starting with creating information plans and collecting data
about existing projects. Those data form a base for future project estimating.

✔ The central production unit may continue to repurpose existing documents to
PDF for electronic delivery with no changes. However, without agreement on a
corporate-wide information design and the development of standards for deliver-
ables and content, customers will continue to be frustrated by inconsistency in the
documents they receive.

The most critical development that must take place to move from Level 1 to Level 2
is leadership. Although it is possible for an ad-hoc organization to develop standard
processes, without a manager to direct the organization, grass-roots improvements are dif-
ficult to initiate or to sustain. In most cases, a Level 1 organization remains at Level 1 until
a management change is made. A new manager is hired or promoted with instructions to
improve quality, standards, and processes, often by consolidating the work of distributed
individuals or small teams into a central organization.
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Standards in document design must be accompanied by developing unified processes.
The same processes must be used in each sub-organization to develop documents so that
documents are consistent, not only at the level of formatting but of content and style. For
information to be shared in the future among different product areas, the level of detail
and coverage, as well as the writing styles, must be the same.

An organization can move from a Level 1 to a Level 2 in the IPMM by implementing
rudimentary standards in three areas: process management, information design, and tech-
nology. Level 2: Rudimentary describes the state that occurs when an organization begins
to establish uniform practices and consistent designs. At Level 1, in which uniformity
does not exist, creating a comprehensive and unified information-development solution is
usually not possible. 

Level 2: Rudimentary
Level 2 organizations are on a journey from Level 1 to Level 3. As a result, they are in a
very uncomfortable position with a lot of changes to make. The more changes, the more
instability staff members have to deal with.
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Moving to Level 2
Checko Systems is determined to reorganize its information-development staff into a more coordinated group to
take advantage of the cost savings and benefits of centralization.

Checko still has a number of autonomous individuals and small teams, but they are rapidly restructuring them
into a central organization. The company has hired a professional information-development manager with
more than 10 years of experience in the field and 5 years managing information-development in a competitor
organization. They have management support for the change, but they expect it to take 2 to 3 years to complete.
Two of the largest teams have already joined forces.

Following through on the IPMM recommendations, the new Checko central information-development
organization is working on its Information Model. They are

✔ beginning a preliminary user study to discover how customers use information, how they judge the
existing information, and what would provide them with increased value

✔ working to define standard information types, such as procedures, concepts, and reference materials,
that all the information developers will be able to use

✔ deciding which information types are appropriate for each set of deliverables to a diverse user community

✔ deciding on a new information-development process with five distinct phases from planning and design
through development, production, and delivery

Nonetheless, just because Checko has a plan to move to Level 3 of process maturity doesn’t mean it’s going to be
easy. In fact, the level of complaining has already gone up significantly. The staff members don’t necessarily agree
on which information types are needed or how they should be defined. They don’t have much information about
their users and don’t know how to begin their user study.
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Preparing a Level 2 organization for content management
For an organization to move successfully into Level 2 with plans for Level 3, it needs a
centralization strategy:

✔ To achieve consistency, individual departments merge to form a centralized orga-
nization with links to other independent publications groups within the company.

✔ The new, merged group begins to develop information-design standards and
implement common tools and templates for all the information produced.

✔ The merged group provides training on the new standards and tools for their own
staff and the staff of the remaining independent teams.

✔ They begin to develop a set of processes to govern their activities that can be
tested and then passed on to others.

Level 2: Rudimentary describes the state that occurs when an organization begins
to establish uniform practices and a consistent information architecture. As a Level 2 
organization consolidates and unifies, it becomes increasingly ready to implement a 
content-management solution. It is important to point out, however, that the changes rec-
ommended here take time and concerted effort. If the company as a whole is unstable or
the information-development organization encounters resistance, the process will be
slowed and may be derailed.

Level 2 organizations, I find, are particularly unstable. There is great pressure to slip back
into the ad-hoc world. But even if you don’t achieve full Level 3 maturity at first, by experi-
encing what it will take to manage the change, the next effort should go more smoothly.

Making content-management decisions
Level 2 organizations are actually doing the work needed to prepare for more mature
process and management.

As the staff members work through aspects of their Information Model, they should
identify a potential pilot project to institute the new design ideas. 

The pilot project is characteristic of all information-design planning, but it is particularly
important for Level 2 organizations because they are not used to working collaboratively.

The pilot project must be a collaborative effort, involving representatives involved in all
aspects of the new process. Stakeholders may include production, localization, training,
and technical support, as well as customer representatives. If information is to change for
the better and be brought under control, the potential internal users of that information
should be involved in its redesign.

The pilot project not only tests new design ideas but also principally tests the new
process. Those involved in the pilot must understand the goals of the new process in man-
aging costs and assuring quality. If the goals are not well understood and defended, it is
too easy for team members to revert to their old ways of working. At Level 2, most mem-
bers of the organization are experienced at working independently and often believe they
achieve better results than when they work with team members. The leader of the pilot
project has a major role to play in defending the new process and ensuring that it doesn’t
get bypassed as soon as problems occur.
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Level 2 organizations have an opportunity to create content that can be reused and
repurposed. It might even be possible to introduce modular, topic-based authoring in a
pilot project. By developing modules and standardizing the design of the modules with
information types, information developers can develop content that is meant for reuse
rather than for individual documents. New deliverables can be created out of modules
that work effectively together because they are designed with the standards in place.

Level 2 organizations are capable of building a path to comprehensive, development-
level content management and reuse, rather than simple repurposing of text into variations.

Centralizing production
In a Level 1 organization, production teams generally concentrate on delivering books or
PDFs of books to customers in print and electronically. As the Level 2 organization moves
toward a more modular approach to information design, the production team will have to
rethink its processes as well.

Modular content is, almost by definition, more difficult to control than whole books.
Smaller chunks of content need to be correctly assembled into appropriate contexts either
for delivery as books or into the networked relationships of a website. I believe that pro-
duction teams have a considerable challenge in defining the processes they will use to
prepare content for delivery, both as static content organized into deliverables during 
production and as dynamic content that is updated on a regular basis.

Timing the effort
Generally, I have found that for large organizations of 20 or so members, the effort of
moving from Level 1 to Level 3 takes at least two years. Some staff make the transition
quickly; others wait to see what happens, and the laggards never change but spend a lot
of time criticizing everyone else. As the manager of the new organization, you will have
to convince other parts of the company that you are focused on change.

Making the changes to your information design is often your own affair in information
development with some pushback from marketing. However, you may also have to con-
vince product managers and engineering directors that the process you use to develop
information and the information that crosses product lines must be standardized. That
convincing will take time.

Many organizations find that cost savings are the only motivation for change, while
others are convinced only if the change can be directly linked to overall customer satisfac-
tion. As the new manager leading the move to Level 3, you need to develop a comprehen-
sive vision. Clearly define where costs will be saved through process redesign and how
the information redesign and delivery method will address customer needs. Deliver this
message and sell your vision as often as possible to anyone who could affect the outcome
of your project.

Level 3: Organized and repeatable 
In the software-development process maturity model, an organization must be at Level 3
before it will be considered for government contracts. At Level 3, the organization has the
stability in process that ensures that it will deliver a quality product on schedule and bud-
get. The same is true in information development. An IPMM Level 3 ensures that your
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organization has in place repeatable processes that help guarantee results. If the processes
are followed, the quality of the output should be assured.

As a mature organization, a Level 3 team has made a strong commitment to following
its process. The most common quote at this level: “That’s just the way we do things
around here.” Team members would not consider skipping an important step in its 
information-development process. Team members rely upon the process to “save the day”
when an emergency occurs, rather than abandoning the process as soon as something
goes wrong. 

A Level 3 team has documented its process, following an ISO requirement. The pri-
mary phases of the process are well defined in terms of inputs and outputs. The details of
the process in each phase is documented. People have been trained on the new process
and shown that it results in quality work with less time taken up by low-value activities.
At Level 3, the activities that are part of the process have been well established and are
taken seriously by all the team members.

Because a Level 3 team has a well-defined process in place, they begin to have time to
devote to activities that add more value to customer deliverables. They can add quality
assurance steps that may have been neglected, including developmental editing, in which
team members work together to plan deliverables and review each other’s work, asking a
senior editor to work with new or weaker team members. They can add time to track the
activities in the process and eliminate or reduce the time devoted to those that don’t
directly contribute to customer value. 

At Level 3, an organization can effectively plan and implement a content-management
system that advances their goals of reusing information in multiple deliverables and for
diverse audiences. Prior to Level 3, the collaboration and coordination of team members
required for successful content management is impossible to achieve.

Settling on Mature Processes
Sonoita Technologies spent three years working out effective processes and practices to become a Level 3
organization in the IPMM, following their initial assessment as a Level 1. It was quite a struggle at times,
particularly when the information-development manager faced a potential revolt from some of the information
developers who preferred working on their own. In a few cases (a very few, fortunately), the staff members
decided to move on.

Since the first of the year, the manager has felt that her staff has “made it.”

They completed their first comprehensive user study. They discovered, to everyone’s surprise, that the first-level
technicians at their telecom customers were not given access to the product documentation. Instead, they
received on-the-job training and a field notebook of the procedures they were to follow.

Team members in information development had succeeded in developing common standards with their sister
organization on the east coast. Agreeing on standards had been difficult because both groups thought their way
of doing things was best. Finally, they were able to reach a compromise that included the best of both.

The new process standard was still proving to be a challenge. Too many staff members still felt it was easier to
dive into a new project rather than developing a content plan and estimating project hours. The planned
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When a Level 3 organization begins to consider a new process, an effective starting point
is to assemble a small team interested in knowing more and leading a possible implemen-
tation project. The team members will work on several issues:

✔ becoming expert in the newly defined process standards, especially the rationale
for their implementation

✔ understanding the requirements of their customers for specific content, especially
the planning and surveillance engineers they have interviewed and observed dur-
ing the site studies

✔ relating the customers’ need for information to a set of clearly defined information
types

✔ standardizing the information types so that they contained a standard set of con-
tent units

Once they have defined their information types and related them to customer needs,
they will have the rudiments of a new Information Model.

To move their new process and design initiative beyond the information-development
organization, the team must invite to the planning process representatives of other depart-
ments, including

✔ training

✔ customer support

✔ marketing and marketing communications

✔ contracts and proposals

Each of the stakeholders may prove to be interested in joining the initiative. Without
their contributions, information development may not be able to support the full cost of
new technologies that will help them decrease development time and costs. If other
departments participate, they will each strengthen the business case needed to obtain
approval and funding for new technology from the senior management.

One of the first assignments for the stakeholders is to create a vision of how they can
work together to develop and contribute to the enterprise knowledge base. They must
envision what the new information-development environment will look like if they are
successful in reaching their goals.
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project management training should at least ensure that everyone is using the same language to talk about the
planning activities.

Despite the clear progress they have made, the management team is alert to the possibility of backsliding. Until
they all have experience working and cooperating in a more mature business environment, they will struggle
with change. The senior manager hopes that her recent promotion to director of technical publications signals
senior management’s support for their efforts.
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It’s important for the team and the managers to recognize that the consolidation of
Level 3 activities is not going to happen overnight. You need to plan for 12 to 18 months
for planning and implementation. Remember that team members have their regular dead-
lines to meet while they are working on new process and design projects. It will take care-
ful planning to ensure that they have time for a reasonable level of involvement in the
projects.

Starting small
You know that many changes in organization and process are ahead. It isn’t enough to
buy a technology; your team has to make changes in the way it handles its work. For the
first project, your team might decide to start with a small set of reasonably well-structured
information and work through the entire new process.

Level 4: Managed and sustainable
Information developers in a Level 4 organization typically have a standard process and
information architecture fully developed. Everyone is committed to following the process
as they develop their information. In a Level 4 organization, information-development
managers have budgetary control over the organization’s activities. That includes gather-
ing considerable data about the cost of individual projects. With any new initiative, the
managers will look for new ways to reduce development costs while improving the qual-
ity of deliverables.

A Level 4 organization has a strong base from which to work but typically the team
needs to solidify the previous gains and introduce more innovative approaches. Without
innovation, it is all too likely that a Level 4 organization can develop a complacent atti-
tude and become increasingly bureaucratic. Many Level 3 organizations turn into dead-
end bureaucracies because what was once a new process and a new design worked so
well. Unfortunately, no one seems to have the initiative to question the status quo. If an
organization fails to pursue continuous innovation and improvement in processes and
products, it ceases to be an interesting place to work. If management has attracted a first-
rate staff, they must remain motivated.

The characteristics required to sustain a Level 4 organization are as follows:

✔ Strong development processes to support the information life cycle, and complete
dedication among staff members in following the processes. 

✔ A desire to continue to innovate in information design and process re-engineering
because the goals of the organization continue to change, just as the business goals
with which they align also change in response to changing customer and market
environments.

✔ A new prominence for customer studies. Although they may have conducted 
several customer studies in the past three years, the entire team is dedicated to
knowing customers better.
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✔ A leadership role in developing a tools and technology strategy for the organiza-
tion, including active involvement in tools development, often through advisory
roles with tools vendors.

✔ Dedication to acquiring and analyzing business data. Business analytics help to
promote a closer aligning with corporate strategy.

✔ If the larger organization is acquiring new information-development teams or
adding new projects, the Level 4 organization takes its outreach role seriously. They
provide the learning opportunities so that team members are available to lead other
groups as they form. They develop leaders who can seed new, emerging teams.

✔ A strong collaborative and cross-functional business model in partnership with
stakeholders throughout the larger organization.

✔ A sustainable organizational structure that includes succession planning and
attention to organization health.

✔ Considerable opportunities for growth among staff members.

✔ Industry-level awareness of the profession. The company provides examples for
other information developers; wins recognition for business processes. They are
beginning to be seen as a destination organization for new people coming into the
profession, especially from prestigious graduate and undergraduate university
programs.

✔ Willing to promote and fund research in the field, including the ongoing study of
customer requirements. 
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Feeling Comfortable with Mature Processes
ODS continues to surprise the CIDM assessment team. They have followed their progress for several years, ever
since the software-engineering area of the company earned a Level 4 in process maturity from the Software
Engineering Institute (SEI). Implementing Level 4 processes had enabled ODS to turn things around from being
a money-losing to being a money-making company. The careful application of systems thinking helped ODS
management recognize that they needed to abandon some parts of their older technology and focus on
customer-driven changes to their new products.

A long-time senior manager in the group has been promoted to director of information-development after the
previous long-time manager retired. She is aware of the progress the earlier manager had made in stabilizing
processes within the organization, but she also knows there is much to do for the information developers to
equal the accomplishments of the software and hardware engineers. The earlier manager walked into a stable
Level 3 organization; the new senior manager’s job is to move the team to Level 4.

The manager works closely with assessment team to define the characteristics they must have in place to be
recognized as a Level 4 in the IPMM (Information Process Maturity Model).

06_777110 ch02.qxp  11/15/06  4:19 PM  Page 49



50 Part 1: The Framework

Innovation in design
For a Level 4 organization, maintaining an innovative approach to process and informa-
tion architecture is essential for continued growth. Modular design, continuous publish-
ing, and customer value—all are part of the innovations that Level 4 is prepared to
pursue. They are closely aligned with corporate strategy, with a balanced scorecard in
place to evaluate results.

Although there are skeptics in their midst, the very nature of a Level 4 information-
development team means that most staff members are willing to give a new idea a try.
They have all been intimately involved in studying their customers. As a result, they rec-
ognize the need for innovation in information delivery to better meet customer needs.
The entire department is user-focused, which means that managers and staff work well
together in developing a vision of a new user experience once the information transforma-
tion is complete.

Level 5: Optimizing
In discovering a Level 5 organization, an astute observer might be surprised by its exter-
nal similarities to a Level 1: Ad-hoc organization. Everyone appears to be acting indepen-
dently, but their independent behaviors have a context.

Information developers in a Level 5 organization are self-actualizing. Although they
work closely together on information development, each team member is charged with
the responsibility for developing content that is most useful to customers. 

Communicators take personal responsibility for understanding their customers’ needs.
They are involved in user groups, call on customers regularly for insights into require-
ments, and have even begun to look at the customers of their customers for new ideas.

Communicators are accustomed to following standards because they know intimately
how important standards are, not only in making their own jobs easier by taking time out
of mundane processes but also by invoking a consistency of presentation that reassures
readers that they have found what they are looking for.

No one in a Level 5 organization needs prodding to follow templates or maintain best
practices in the information-development life cycle. They know that a lot of hard work has
gone into designing effective information process and standards and that the best prac-
tices the department has instituted actually save everyone from boring work. In fact, one
of the hallmarks of a Level 5 organization is the enthusiasm of the staff for best practices
and new ideas and the esteem with which they are held by the rest of the organization.
A Level 5 organization pursues innovation and continuous improvement. They are often
engaged in customer research, benchmarking, and competitive analysis. They have the
time, resources, and skills to incubate new ideas.

Going beyond the Ordinary
“Does a Level 5 of process maturity exist in the information-development world?” The Software Engineering
Institute, from time to time, reports on a Level 5 organization, based on their analysis of software development.
Most often, however, Level 5 activities are confined to particular projects that are run exceptionally well. Whole
organizations that operate at Level 5 are few and far between. 
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An excellent Level 5 candidate I encountered a few years ago saw its organization dis-
solve in the face of layoffs, budget cuts, and the somewhat reluctant retirement of their
inspirational leader. Under better conditions, this leader had surpassed almost every other
group he worked with. The department members were recognized for their expertise in the
user experience at the highest level of management. The senior manager held a respected
position in the senior leadership group. He had gained for his team a significant role not
only in innovating in publications and training but also in assuming responsibility for the
design of user-friendly software interfaces for the products.

Unfortunately, as their industry lost economic ground, the underpinnings of this
department’s support were weakened. Even after winning an award of excellence from
the corporation at large, they could not withstand the pressures to retreat.

Defining an optimizing organization
In the absence of a clear role model for Level 5 of the Information Process Maturity Model 
(IPMM), I believe it necessary to create a comprehensive picture of an optimizing organi-
zation, reflecting upon Clayton M. Christensen’s management standard, The Innovator’s
Dilemma (Harvard Business School Press 1997). In it, Christensen argues that older compa-
nies in the high-tech industry are likely to be challenged by the innovations of newcom-
ers. The newcomers are able to react more quickly and are hungry enough to take chances
on new ideas.

Many of the organizations operating at Level 4 are part of mainstream high-tech com-
panies. In fact, most of the information-development managers running these organiza-
tions had been in the field for 20 to 25 years. They have had considerable experience
putting excellent processes in place and have been successful in introducing innovations.
However, they have also experienced significant internal pressure to cut costs. They are
often able to invest in content-management systems (CMS) to save costs but find them-
selves stymied when they try to change the way information is delivered to customers.

These observations have helped me to outline the requirements for design and devel-
opment that might characterize a Level 5 information-development organization. 

Characteristics of a Level 5 organization
My vision of a Level 5 organization centers on a customer focus and innovation. Rather
than be satisfied at following industry trends in areas like electronic delivery, content
management, and minimalist design, a Level 5 organization learns lessons about informa-
tion development directly from its customers.

In a Level 5 organization, information developers are on the front line with the cus-
tomers. It’s too easy to take direction about customers from marketing, sales, or even engi-
neering. But these organizations don’t pay much attention to how customers use
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The CIDM assessors are concerned about the apparent lack of Level 5 information development. They helped
ODS define their Level 4 processes earlier in the year and have watched them begin a transformation to a
greater focus on customers. However, Level 5 organizations are in the thick of customer studies, relying on
customer input to guide innovation. In these tough economic times, a Level 5 organization might emerge in a
leadership position.
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information to learn and maintain products. As a result, a Level 5 organization assumes
several new roles:

✔ They never write an installation manual in the office. They send information
developers out with engineers on the first few installations of a new product,
watching what happens and taking lots of notes. After the installations, the infor-
mation designer works with engineering, production, and maintenance to learn
how the problems will be solved in the next installation. As the problems are
solved and best practices are worked out, the installation procedures emerge.

✔ They give information developers direct lines to key customers. These customers
are interested in communicating when they run into usability problems or are con-
fused by instructions. Rather than be frustrated by a lack of appropriate informa-
tion, these privileged few can directly communicate with an information
developer who will find a solution. Together, the customer and the information
developer reinvent the instructions so that they work better. 

✔ A Level 5 organization has an advisory council of customers interested enough
in information development that they’ll spend time reviewing ideas and giving
advice. They use advisory council members as entry points into customer site vis-
its. They use site visits to conduct analyses of customer goals and tasks that will
become a basis for improved content.

Spending time with customers is recognized as a core activity in a Level 5 organization,
not something you do only after everything else is done first (which usually means never).
What role, then, does technology play in a customer-focused organization? Doesn’t the
pursuit of continuous innovation preclude the use of technologies that tend to reinforce
standards? Aren’t standards stultifying? How can an organization be innovative when
everything has to be written in the same way?

A Level 5 technology solution 
In a Level 5 organization, technology like content management is simply part of the infra-
structure, a little like email. Once you have it, you can’t figure out how you existed with-
out it. In a Level 5 organization, technology must be able to accommodate the special
needs of a highly innovative organization. At Level 5, information developers help guide
the development of new technologies that they need to keep abreast of efficiency and cost-
reduction requirements as they find new ways to provide value to customers:

✔ Information designers must be able to update existing information types and cre-
ate new ones in response to customer needs.

✔ Metadata needs to be designed to accommodate the needs of users rather than
only accommodating the needs of information developers. With dynamic meta-
data, information can be directed to specific user needs through search (pull) and
updating (push).
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✔ A solution must have the capacity to grow with expanding needs. In a Level 5
organization, more opportunities are quickly discovered to manage information
creatively for the benefit of customers.

Changes to the IPMM
Since I first introduced the IPMM in 1994, the essential characteristics of successful, well-
run departments have not changed significantly. At the same time, some of the challenges
have increased in magnitude and difficulty. The new millennium has added complexity to
the responsibilities of information-development managers. 

Mergers and acquisitions
Mergers and acquisitions have increased dramatically in the past decade, often accompa-
nied by a reluctance to change the cultures of any of the parties, at least not initially.
Information developers from a multitude of different organizations find that, at least at
first, no real connection with the “corporate” brand is being asked of them. However, after
a year or two, someone notices that the company has no information identity and encour-
ages a blending of the information design. 

The arm’s length relationship can certainly continue. Sometimes, managers find that
they have peers in the merged organizations. In other cases, managers discover a plethora
of lone information developers who have no real sense of a corporate identity. The task of
creating a single standard for information development is difficult even within a single
department. Working across departments and across geographies and cultures can seem
daunting, especially if the level of distrust is high.

However, the IPMM suggests that customers are best served when information devel-
opers collaborate and pursue best practices. That requires the unification of disparate enti-
ties into a single department or a confederation of like-minded departments, each led by
an experienced manager. With such confederations, I often find a corporate-level group
that serves as the coordinator, helping to set and maintain standards in information archi-
tecture, tools, production, delivery, packaging, training, and localization and translation.
Whatever activities you can select that will benefit from economies of scale can be viewed
as contributing to a higher level of process maturity. 

Offshore information development
Another change that accompanies mergers and acquisitions is an increased reliance on 
offshore information development. Large, multinational corporations have always had
information developers in many countries, usually because those countries also have
product-development activities. More recently, however, companies are looking to low-
cost labor in countries like India, China, Chile, Argentina, and those in Eastern Europe to
provide product development services at a lower cost than in North America or Western
Europe. Accompanying this move has been the addition of information developers, some-
times working along with product developers and sometimes working independently.
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The promised savings in salaries is at least 80%. However, we find that information devel-
opment is much more challenging to outsource to Third World countries than software
programming. Because of language and cultural differences and the absence of a tradition
of technical communication, the results of offshoring information development are often
very disappointing. 

I suggest to embattled managers trying to make a go of outsourcing and offshoring that
they use the IPMM as a point of departure. It can be extremely useful to conduct a process
maturity assessment with an outsource vendor or an offshore department to gain an in-
depth understanding of the changes needed for the venture to be successful. 

A Level 3 or 4 information-development organization suddenly having to rely on a
Level 1 or 2 group of individuals can be challenging. An organization that is itself not
Level 3 should not consider outsourcing or offshoring at all. Such an organization does
not have the processes in place to communicate effectively with an outside organization
or a completely new and untrained group of employees. 

Demands for increased productivity and reductions in force
The third challenge that I believe has been exacerbated by changes in the corporate climate
over the past 10 years is productivity. Reductions in force or the lack of new hiring to
accommodate increased workloads has forced information developers to explore opportu-
nities to reduce the work of developing technical information. I have seen an increased
interest in task analysis, minimalism, and content management as groups look for ways
to manage the demands with the same or fewer staff members. 

Managers who have planned well and have developed a Level 3 organization find that
they are better equipped to discover opportunities to improve productivity than those
who rely on individual contributors and brute force to keep up with a never-ending work-
load. Using technology to improve productivity, at the same time that you pursue ways of
innovating information development and delivery techniques, promises a chance for a
solution.

Key Characteristics of the IPMM
During an IPMM assessment, an organization is evaluated according to eight key charac-
teristics. These characteristics help to describe how a successful information-development
organization functions. The focus, of course, is on structure, process, and best practices.
I firmly believe that there is a close correspondence between the behaviors outlined by
the eight key characteristics and the ability of the staff to produce excellent information
products in a cost-effective manner. 

However, it is possible, but highly unlikely, that an organization has all the behaviors it
needs to be successful and still produces defective products. You know, for example, that
highly bureaucratic organizations, such as you tend to see in the government, have in place
all the rules and processes that one could think of. Yet, because they are reluctant to change
old information-design models, their products rarely change. Such organizations are typi-
cally Level 3 and not higher, simply because the customer-knowledge characteristics of
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Levels 4 and 5 are typically accompanied by innovative, customer-centric designs. It’s hard
to spend much time with customers and continue to ignore their needs for more effective
information content and delivery.

Nonetheless, I need to remind managers and staff that the measure of quality for infor-
mation products that really counts is customer satisfaction and performance. If customers
cannot find what they need nor use the information to reach their goals quickly and effec-
tively, then the information products are not successful. 

No outsiders, no matter how experienced in information design, can tell you if the
information you produce is excellent. Only your customers can be the judges.

Table 2-2 provides a brief outline of the eight key characteristics. A complete IPMM
assessment includes many more distinctions about the nature of activities within each
level. 

Best Practice—Organizational structure
Organizational structure is the first and most pivotal of the eight key characteris-
tics of the IPMM. Without a sound organizational structure that supports the
development of standard processes and architecture, all of the other activities

associated with process maturity will not follow. Quality assurance, planning, estimating,
cost controls, customer management, and hiring and training are all dependent on the
leadership provided to the information developers. If an organization is able to imple-
ment quality practices, it typically has some organized leadership interested in the success
of information development as a whole.

One of the first issues addressed during an Information Process Maturity assessment
focuses on the structure of the organization:

✔ Is the information-development function centralized?

✔ Do all the information developers report to one manager?

✔ If there are several information-development teams, do they each report to a man-
ager skilled in information development?

✔ If there are several information-development teams, do the managers of each team
have a mechanism to support collaborative work on standards and practices?

✔ Are any additional information-development activities centralized, such as pro-
duction and localization?

✔ Does the senior manager of the information developers have experience in the
profession, and is he or she concerned about the efficiency and effectiveness of
the staff and their work?

In a Level 1 organization, information developers report to various product-development
groups and have little opportunity and less encouragement, except through personal 
initiative, to work toward common goals and objectives. Although excellent work might be
done by individual contributors at Level 1, it is equally likely that much work is below par.
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60 Part 1: The Framework

Those managing the information-development activities are rarely knowledgeable about
the practices and standards in the profession and are often completely uninformed
about the work that information developers perform or the value they add to the product
and services of the company. Given the diversity of skills and abilities in a Level 1 organi-
zation, I give the organization the label ad hoc. Each individual does the best job he or she
is capable of doing, usually without supervision and frequently with few opportunities
for learning.

In most cases, some event precipitates a change to a Level 1 organization. Of necessity,
that event forces a move toward consolidation of activities and people, often with the
introduction of a manager who unifies the individual contributors into a central organiza-
tion. Some organizations make do with several small groups with someone in a managing
role for each. Others create a single department to which all the information developers
report. The stage is thus set for progress to a Level 2: Rudimentary organization.

Why, then, do I argue that growth toward more mature processes can only occur with
consolidation into a centralized organization with professionally skilled management?
Introducing mature processes is a complicated affair. The staff needs to learn to work
together and agree upon standards for writing style, information typing, structured writ-
ing, and audience definition in addition to basic processes for information planning, esti-
mating, scheduling, and tracking. Their efforts to develop standards should be guided by
a manager or group of managers who have a vision for the future growth of the staff and
improvement of the quality and cost-effectiveness of the work.

I believe the transition to an organization with a plan and goals cannot take place with-
out leadership. Although some ad-hoc groups may occasionally be able to work together
to develop a style guide or institute some common processes, such grass-roots efforts are
difficult to sustain and rarely successful over a long term and across disparate teams. As
soon as someone new is hired or someone decides not to cooperate, the effort is under-
mined. With progressive leadership, the efforts at standards and processes have the possi-
bility of success although the road ahead may be quite rocky.

Is it possible for an information-development organization to be centralized and still
operate in an ad-hoc fashion? Yes. I’ve visited several organizations over the years that
have an information-development manager who is disengaged. Generally, this individual
functions as a hiring manager, adding new people to the department and conducting per-
formance reviews. The work of developing information is still entirely managed by indi-
vidual contributors. Usually the disengaged manager knows little about their projects
except for the deadlines. 

Based on experience with disengaged managers, I find that a centralized management
structure is necessary but not sufficient for the development of mature and consistent
practices that are accepted and executed by all the staff. The necessary step is to have an
organizational structure that is centralized, one in which everyone is working collabora-
tively toward the same business goals. If such a centralized organization is to be success-
ful, the leadership must be fully engaged in the development of professional practices
in information development. The leaders must understand the activities essential to the
information-development life cycle, including information planning, information architec-
ture, project estimating and tracking, editing and other quality assurance activities, and all
the other best practices associated with the IPMM. The leaders need to commit the organi-
zation to innovations in service and to the needs of the customer. 
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Best Practice—Information planning
“We really don’t plan. It takes too much time, and the product keeps 
changing.”

Despite arguments to the contrary, you learn from effective managers who
develop detailed information and content plans that the efforts pays for itself. Content plan-
ning, when done in the context of user requirements, decreases information-development
time and alters the distribution of activities during the information-development 
life cycle. 

Information plans that include details about the project, the process, and the design and
deliverables are an essential ingredient of a Level 3 organization. In Levels 1 and 2, plans
are not consistently developed, are cursory lists of deliverables with little detail, and rarely
include estimates of project time and resources based on data from previous projects. One
clear indicator of a managed and repeatable process is the development of thorough infor-
mation plans.

Too often, information developers feel compelled to wait until products are stable
before beginning to outline the topics they need to develop for users. In groups that focus
on documenting the user interface rather than on documenting user tasks and concepts,
planning tends to be neglected because so much of the plan depends upon the product.
In contrast, groups that focus on user tasks and concepts can begin planning long before
product interface details are established. Far fewer changes occur with respect to user
goals for a product release than with interface details.

Rather then spending time rewriting detailed instructional topics in the midst of
rapidly occurring product changes, during the information planning phase of a project,
information developers should focus their attention on the users’ goals. They can define
use cases and scenarios that describe how users will interact with the product. They can
focus on what users need to know to be successful and what they must learn how to do. 

By concentrating your planning time on the users’ need for information to support
their successful use of your product, you can postpone including the user interface details
until the engineering changes settle down. Once product details are better defined, at least
in terms of the user interface and the ways in which users will need to perform tasks,
these details can be added quickly and easily to your predefined set of topics.

Early input from product marketing, participation in product definition discussions,
and input from the user community all provide sufficient resources to enable thorough,
efficient, and productive planning early in the project life cycle. You find that user goals
rarely change with engineering changes, although the details of task performance may be
altered. 

Topic-based architectures facilitate early planning
Too many organizations restrict their information planning to lists of final deliverables.

“We need one user guide, two command reference manuals, an administrative guide,
and a help system.” 

Sounds like ordering from one of those ‘50s restaurant menus: you want one from col-
umn A and two from column B. Usually the list of deliverables for the current release is
the same as the list for the previous release. You really don’t know much about the scope
of work required to complete the deliverables and meet the deadlines.
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When your organization decides to pursue a topic-based architecture, you need to
make a firm commitment to detailed planning. In fact, the level of planning required may
come as a surprise because planning of this sort has been relegated to individual informa-
tion developers rather than as a core activity of information architecture. In most book-
centric information models, the details of a book’s content is left to the individual
contributor. The distribution of planning results in duplication of topic content among
deliverables, even though the content may be written somewhat differently. It also results
in missing content that no one has thought to include in individual books. Because topics
are not planned across deliverables, fewer or no opportunities for reuse occur. Even if
reuse were possible, the idiosyncratic nature of the content development precludes it.

In topic-based authoring, reuse is an important business and architectural assumption.
Topics must be planned from the beginning so that their reuse potential is optimized.
Without detailed topic-based planning, individual topics may continue to resist use in
more than one context.

For a detailed description of information and content planning, see Chapter 16:
Planning Your Information Development Project.

Remember that planning may seem an impediment to making a tight schedule. In fact,
planning is essential to any schedule, tight or loose. As a best practice in information man-
agement, be certain to include careful planning in an early phase of your projects.

Best Practice—Estimating and scheduling
Information planning that includes an estimate of the resources required to com-
plete the project successfully flows from the Level 3 planning characteristic.
However, even in Level 3, estimates may not be based on actual data obtained

from tracking the time and resources required to complete previous projects successfully.
By Level 4, estimating has become a science and tracking is viewed as essential.

Despite the bad rap that time tracking may have, it is, nevertheless, an essential ingredi-
ent in the management of professional activities. Yet, publications managers tend to neglect
time tracking because they don’t recognize opportunities for using the information to esti-
mate the resources required for future projects, support requests for new resources, build a
business case to fund an innovation, or determine the value associated with a task in the
information-development process flow.

Estimating future project resources
The most obvious reason for time tracking on current projects is to build a database of
metrics to use for future projects. Accurate information about the time required to com-
plete current and previous projects is essential for responsible estimating. You can track
each project by determining hours worked on the project by project managers, informa-
tion developers, editors, production specialists, and all other participants from your team.
Hours worked include writing and editing time, as well as time spent data gathering, per-
forming user and task analysis, planning, estimating, scheduling, tracking, managing the
project, and generally performing all tasks associated with the project. The only time that
typically doesn’t get counted is the time spent by outside experts in providing and
reviewing information.
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Using these data to estimate future projects means not only applying the average time
spent on projects but also taking into account the time required for more complicated and
less complicated projects. The dependency calculator in Chapter 16: Planning Your
Information Development Project shows you how to account for project dependencies
such as access to developers, amount of change in the project, and other elements that
influence your ability to estimate individual projects.

In addition to using time-tracking data to estimate new projects, you can use the data
to estimate the effect of project changes on your ability to complete the project. For exam-
ple, you may find that you’ve used half the hours allocated to a project, only to discover
that you have completed only one quarter of the work. This circumstance occurs when
projects become more difficult over time, often because of changes in the development
process and schedule. You can use your time-tracking data to estimate how much addi-
tional time you will need to complete a project.

Requesting new resources
Requesting new resources is fraught with difficulty because of the pressure to contain
costs and increase productivity. However, without data about existing projects, you have
little ammunition to make your case. With good information about what it takes to com-
plete projects, you are better able to present your case to management for additional
resources. In addition, you can use your project data to demonstrate that, without ade-
quate project resources, you must make cuts in the scope of the project by eliminating
deliverables, reducing quality assurance activities, or generally making the project less
time-consuming to perform.

Funding an innovation
Time-tracking data can also play a big part in helping you calculate a return on invest-
ment that justifies funding an innovation. Today, managers want to engage the staff in
user studies, fund the development of structured development and content management,
support educational opportunities for staff, and so on. Each of these innovations may
require funding. 

However, begging for funding rarely gets you very far. By calculating your current
costs (based on dollars per hour of time), you can show how specific innovations will
result in cost savings. For example, you know that information developers have demon-
strated that single sourcing reduced development time for a set of related information
deliverables. Instead of requiring two information developers to complete a suite of docu-
ments for related products, one organization discovered that they were able to complete
their project with one writer because the writer built a repository of topics that could be
used among the deliverables.

By knowing how much it takes to complete a project today, you can demonstrate cost
savings realized by the application of new technology or innovative information design.
You can also use tracking data to show that an innovation is in fact costing more than
expected. One organization demonstrated to management that offshore outsourcing was
actually increasing, rather than reducing, their costs. Because the outsourced information
developers had no product experience, limited English writing skills, and no experience
producing technical documentation, the home staff was required to spend extra time in
communicating, managing, editing, and more to deliver reasonable content to customers.
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By showing with data that extra costs were mounting up, the organization was able to
restore resources that had been lost.

Performing a value analysis
A value analysis allows you to calculate the costs of individual tasks that you and your
staff perform during the information-development life cycle. Senior management asks
you to remove costs from the life cycle by ensuring that each task returns value in rela-
tionship to cost. You may discover, for example, that production tasks take a significant
percentage of costs during the last quarter of a project. By automating production and
eliminating detailed manual work, you can reduce production costs while continuing to
produce high-quality deliverables. 

Note that time tracking has a significant role to play in professional management activi-
ties at Level 3 and above. Not only does a database of projects provide you with the means
to manage current projects and estimate new ones, but a database of project information
enables you to build business cases for your innovations. Remember that when you are try-
ing to communicate with people who depend on data to support their decisions, you need
to speak the language they understand, a language of numbers. In a Level 3 or higher orga-
nization, you understand the data that senior management needs.

Best Practice—Quality assurance
In a Level 3 or higher organization, quality assurance represents a series of actions
that ensure that content is accurate, complete, and meets customer requirements.
These actions include

✔ reviews by subject-matter experts

✔ testing of content against product 

✔ editing for consistency, compliance with standards, and alignment with 
customers’ needs

Each of these quality assurance actions is fraught with difficulties, especially when 
project schedules are seriously curtailed as companies push developers to release product
more quickly. The pressure to meet the next deadline encourages organizations at Level 1
and 2 to forsake quality assurance, including basic testing of products to ensure they per-
form as specified and contain minimal bugs.

Yet one very important mark of a mature organization is the ability to assure quality
within a high-pressure environment. In fact, lean and agile approaches to product devel-
opment place quality assurance at the top rather than the bottom of the list of critical pro-
ject components.

In addition, a topic-centered, domain-specific approach provides you with the environ-
ment you need to strengthen your quality assurance commitment and ensure that you
deliver usable information to your customers.

You can find detailed information on quality assurance activities in Chapter 21:
Managing Quality Assurance.
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Content reviews
Information developers recognize that reviews of content by subject-matter experts is
essential to ensuring accuracy and completeness in the information they intend to deliver.
Of course, you expect the information developers themselves to develop product exper-
tise, especially after some years of working on the same kinds of information. At the same
time, you know that others in the organization involved in the development of new prod-
ucts and features have an understanding of how products are expected to function that
must be taken into account.

You also recognize that reviews by subject-matter experts in the organization are often
difficult to obtain. Everyone on the product-development team is busy completing assign-
ments. In most cases, team members have schedules for completing their work that do not
include time for communicating with information developers or reviewing draft content.
Even though everyone recognizes the importance of this collaboration, it is often on the
bottom of the priority list.

Topic-based, domain-specific authoring provides two possible solutions to the fight for
available time. 

Topic-based authoring means that information developers develop content in smaller,
stand-alone modules that are later assembled into final deliverables. Because content plans
are developed around lists of topics and information developers are directed to begin
preparing drafts in areas where content is more likely available, information developers
have an opportunity to collaborate with developers earlier in the product-development life
cycle. Information developers can ask developers to review task lists related to each indi-
vidual’s area of expertise and then extend the task lists by linking conceptual and reference
information to the essential tasks, making content reviews more productive than reviews
of tables of content. Information developers can ask developers to review snippets of
essential content as task instructions are put together, facilitating feedback on the concep-
tual and reference information that will support the tasks. Concepts and reference are eas-
ier to envision when they are purposefully linked to tasks.

Product developers and other information resources like marketing, support, and train-
ing are more likely to review small topics or collections of topics more quickly when those
topics are specifically directed to their domain specialties.

In organizations where information developers develop domain-specific knowledge,
the information developers themselves become part of the team of subject-matter experts.
In this capacity, information developers are more likely to work closely with a small
group of developers who are focusing on a particular part product feature. Since develop-
ers themselves are assigned by feature, this domain-focused arrangement provides a pow-
erful commitment to quality.

Testing information against the product
If reviews are difficult to schedule, product testing seems even more difficult. Many prod-
uct testing teams have seen their staff cut and schedules curtailed. At the same time, you
clearly recognize that instructions must be tested if you are to ensure that they are accu-
rate and produce the correct results. 

In some information development teams, the information developers are responsible
for this most basic level of testing, as long as they can get access to product test systems. In
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other organizations, test systems are not available until late in the product-development
life cycle or not at all, ensuring that the basic task instructions are likely to contain errors. 

The solution, in these cases, must include the testing team in the process. Generally,
testers are provided with documentation to follow as they perform the tests. Remember,
however, that professional testers are not end users. What may be clear and useful to them
may be unusable. 

That’s why direct testing by members of the information-development team is essen-
tial. Information developers, especially interns or colleagues in other domain areas can act
as surrogate users, depending upon the instruction rather than prior knowledge to per-
form a discrete task. 

Information developers can, of course, test their own instructions against the products
if they have timely access to test systems. However, testing your own instructions is never
as effective as testing someone else’s writing. 

Editorial reviews
In recent years, we have seen a continual degradation of editing functions in information
development. Today, there are fewer editors working in departments than there were 5 or
10 years ago. Some organizations retain editorial functions, and others find that editors
are the first to be eliminated during reductions in force. 

Clearly, editorial review is even more important than ever in a topic-based authoring
environment. Information developers are working on discrete topics that will be assem-
bled into manuals, websites, or help systems. The work of multiple authors is more likely
to be intermixed in final deliverables in this case than when authors worked solely on
their own books. 

A topic-based, domain-specific collaborative authoring environment begs for the essen-
tial skills of a developmental editor. In most cases, such skills come in the form of a senior
writer or project manager who has a long-term perspective on the product and informa-
tion and has enough knowledge of the information architecture to look beyond individual
topics to the whole approach to the customer.

The information architect is certainly part of this editorial review, with an overview of
the topics to be created for the new release or new project. The architect/editor ensures
that the topics fit together and provide a sensible and usable information environment
for the customer. 

At the level of an individual or small group of topics, the same small groupings that are
sent to product-development reviewers, a developmental editor is able to check for con-
sistency of message, integration and flow of the information among topics, the presence of
adequate conceptual, background, and reference support for tasks, and compliance with
the architectural standards for structured development.

In too many organizations, editing is relegated to final copyediting, including proof-
reading; compliance with regulations in the form of copyrights, trademarks, and others;
and final format checks. Although all of these tasks play a role in quality assurance, they
seem easy enough to eliminate during reductions in force. Automated production systems
can help reduce the time needed for final preparation of deliverables, but proofreading
and regulatory compliance still need some human intervention.

Only by elevating the role of quality assurance in a Level 3 organization and making it
an essential part of the process can you avoid further inroads into editorial standards. It
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might even be wise to rename the job positions to avoid “editing” as a title because that
seems to raise red flags among managers who think of editors as their third-grade teachers.

Quality assurance provides us with the means to ensure that customers get what they
need. Quality assurance means that you need to review, test, and edit your writing with
a continuous eye toward customer requirements. Senior information developers who are
skilled in user and task analysis, sensitive to the minimalist agenda, and know much
about the customers are among the most valuable members of a truly collaborative team.
They provide support and guidance to all the information developers strewn across the
world and with diverse backgrounds, languages, and writing skills. 

Best Practice—Hiring and training
When I look at immature information-development organizations at Level 1, I often
notice that hiring is in the hands of the product developers. Information develop-
ers are hired by individual development teams to supplement the activities of the

engineers and programmers themselves, often with the comment that “we could write
this ourselves, but we’re too busy.” When information developers are hired as developers,
the hiring criteria are evaluated in roughly this order:

✔ Technical expertise in the developers’ subject-matter area

✔ Tools knowledge, i.e., MS Word or desktop publishing

✔ Ability to write effectively and meet the needs of the audience

Because writing ability is difficult for non–information developers to evaluate, the abil-
ity to develop usable and readable content is often given short shrift. In fact, if you tell
them you can write, you probably get the job as long as you know something about the
technology. 

This fixation with technical skills runs rampant in the hiring that occurs among many
offshore outsourcing vendors. You hear horror stories about agencies hiring computer
programmers as technical information developers with the promise that they’ll move up
to programming jobs as soon as an opening occurs. As a result, the turnover among the
so-called information developers is rapid.

Only when hiring shifts into the hands of information-development professionals do
you begin to see a focus on the ability to communicate effectively.

Hiring a jack-of-all-trades
At Level 2 in process maturity, a time when an organization is in transition between an
ad-hoc, technology-dominated environment to a professional environment, I frequently
find that managers prefer experienced information developers who can manage the entire
process and themselves in the bargain.

I often receive job announcements asking for applicants who are expected to be com-
pletely independent in their work environment. Quite clearly, from these requirements,
successful information developers must be able to manage their own projects, write and
edit their own work, handle all interactions with other departments, and compose and
publish their own deliverables. 
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When I review the practices of a Level 2 organization, I find the individual craftsman
model in place. Each department member is expected to perform the entire job, often in
complete isolation from co-workers or the manager. In such an organization, I notice that
managers, although responsible for hiring and evaluation, often know little or nothing
about the work being done by the staff members. Nor do co-workers know anything about
the practices being used or the content being developed by their peers.

As a result, you certainly have great independence and self-sufficiency among the staff.
You also have duplication of efforts, inconsistency of style and format, and gaps in the
information provided to the customers. Staff members spend a lot of time performing
mundane clerical tasks because there is no one else available to assist with the process. 

Although at Level 2, the organization may have rudimentary style sheets and editorial
guidelines in place, the independent staff members feel privileged to override the corpo-
rate styles whenever they perceive a need for a new approach. As a consequence, the
product delivered to the customers is frequently inconsistent because everyone is doing
“his or her own thing.”

Hiring for specialization
In the move up the process maturity scale, managers come to recognize that hiring prac-
tices must shift from total independence to specialization and teamwork. 

Specialization often occurs as a department grows or as it moves into content manage-
ment. In a larger department, with 10 or more staff members, the need for specialization
becomes obvious. Types of specialization that I first begin to see include

✔ editorial experts

✔ production specialists

✔ graphic artists

Management learns that technical communicators become increasingly inefficient and
expensive when they are expected to edit their own work, see all the deliverables through
to final production and distribution, or produce their own technical illustrations. Each of
these jobs is better handled by experts than occasional practitioners. 

Specialization of tasks also becomes essential when an organization begins to implement
structured authoring, reuse, and content management. Not only are editors required to
ensure a common look and feel among the authors, but individuals must take on responsi-
bility for information architecture, repository management, tools management, and infor-
mation output design. Although these roles may be assigned part-time to authors and
editors, they have unique jobs that are best learned through specialization. If you ask
everyone to take on all these new responsibilities, you are both misunderstanding the
promise of increased productivity and neglecting the potential for automation to provide
a return on investment.

Certainly, you may want to cultivate new skills among your existing staff. However, if
you find opportunities for new or replacement hiring, the identification of specialized
skills and clear descriptions of roles and responsibilities will aid in identifying the best
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candidates. As you increase the specialization, you look for people with qualities and
interests that are miles away from the jack-of-all-trades.

If you have a small team moving into Level 3 and 4, specialization may involve indi-
viduals taking on diverse responsibilities, but they still discover that specialization speeds
tasks and improves quality.

Hiring for collaboration
Beyond the basics of establishing specializations within the organization, an increasingly
mature organization, especially in Levels 3 and 4, begins to recognize the importance of a
collaborative environment. A single-source information architecture means that team
members must work together to produce a body of knowledge from which information
can be customized for delivery to users.

Collaboration seems to be mostly a state of mind, an ability to work with others toward
a common goal and to abandon an ego-driven attachment to one’s own control over every-
thing. Much to the detriment of a collaborative environment, professionals have cultivated
an increasingly unfortunate independence in the technical communication profession. 

In a collaborative environment, responsibility shifts continuously among specialists.
People with expertise in architecture help direct planning activities early in the life cycle.
Those with expertise in information design take responsibility for final deliverables,
developing the look and feel of electronic and print output. Throughout, however, staff
meet and consult, agreeing on a single approach to content development. In such an envi-
ronment, team members produce a well-conceived body of knowledge about a subject
domain in the form of stand-alone topics. Topics, authored by specialists in the subject
areas, are combined into myriad forms to best serve the needs of diverse customers. 

The best collaboration doesn’t exist in a vacuum of leadership. In a collaborative
work environment, leaders make final decisions but also encourage consensus building.
Leaders manage projects to ensure that all work is on track and that conflicting demands
are reconciled and compromises reached that are both responsible and ethical. Leaders, in
fact, know what is going on throughout the development process at the same time that
they rely on the expertise of their specialists. 

Hiring in a new global environment
Quite obviously, hiring for a specialized, collaborative environment is not easy. You look
for people with special interests that can be fostered, and you look for people who thrive
on teamwork. You need managers who want to be fully engaged but are anxious to take
advantage of everyone’s contribution. 

Not so easy, you might say, to find and develop a new breed of information developers,
but essential if you are to build mature organizations that can be efficient and effective in
an increasingly competitive global environment.

Best Practice—Information design
Most of the key characteristics presented thus far focus on issues of process man-
agement: planning projects, estimating and tracking effectively, ensuring quality,
and managing costs. However, two of the characteristics allow us to examine the
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effectiveness of an organization in serving the needs of customers: information design and
quality management. 

Information design asks how innovative ideas are brought into the organization. When
I look at an immature organization, I find that information design hardly exists, except in
the hands of some energetic and talented individuals. To become a more mature organiza-
tion, managers and team members must find ways to bring new ideas about information
design into play.

What is information design?
Since the advent of desktop publishing, information design has been confused with page
layout. When asked if they have innovated in information design, many technical com-
municators point to changes in the look of their publications. “We’ve changed the layout,
written a new style guide, changed the fonts, and provided an HTML-based style to make
reading easier on screen.”

All of these design changes may in fact have benefited customers by making a publica-
tion more attractive and readable. Marshall McLuhan reminded us many years ago that
the presentation medium is an important contributor to the message (if no longer
regarded as the only thing).4

But information design is much more than layout. Information design is the process of
developing content that meets the needs of the audience—all the needs of the audience.
Excellent information design meets the needs of the audience in extraordinary ways.
When I interview users of exemplary information design, they tell me that they “. . . were
able to get started quickly, find the answers to their questions easily and achieve their
goals with great ease.”

If you compare information design with product design, you understand that good (or
great) information design provides value to the customer. Customers with great informa-
tion in hand use the products and services they buy from you with ease.

How does information design happen?
Information design in organizations occurs in two ways: in-depth understanding of cus-
tomer information needs and exposure to innovative design ideas in the profession. 

Excellent information design requires customer research
By understanding your customers and how they use information, you are prepared to
design more effective and powerful communications. Take, for example, the technical pro-
fessional who uses the product documentation to investigate and troubleshoot difficult
problems. That individual is most likely to look for reference data (specifications and
measurements) and background information containing the accumulated insights of other
experts. The troubleshooting professional is unlikely to find much assistance in step-by-
step procedures that explain how to complete screens and dialog boxes.

Team members who understand the needs of this customer may begin to focus their
information-development activities on assembling and updating critical data and making
it easily accessible online. They may also exert pressure on technical experts inside the
company and from the user community to provide valuable conceptual information. In

4 Marshall McLuhan and Lewis H. Lapham, Understanding Media: The Extensions of Man, Cambridge, MA: MIT Press, 1964.
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one case, such a team worked with industry consultants to “ghost author” technical
papers on the nuances of using the products.

But innovation does not occur only through customer studies. Knowing what the cus-
tomers want to know does not always lead to the best solutions when the team has no
resources other than its own experience. In fact, in such circumstances, the team brain-
storms a solution that may have already been rejected by skilled and innovative designers
in the field.

Excellent information design requires exposure to design innovations in the community
Innovations in information design occur regularly in the technical information commu-
nity. The Society for Technical Communication (STC) awards innovations in its
annual technical publications competition. The top winners in the STC competition are
available to local chapters for display and discussion. Whenever we had the traveling
exhibit in Denver, I made sure that my staff got a good look at the design innovations
of the winners. One of the online information design winners, Autodesk, has served as
a key example of structured writing. Autodesk’s structured online documentation is an
excellent example of using structured writing to build consistent information for the 
customer.

Earlier this year, Palmer Pearson, senior manager at Cadence Design Systems and
member of the CIDM advisory council, started a Council for Innovation among compa-
nies in the north Boston area. Their group has expanded rapidly because members believe
it incumbent upon them to learn about innovations in information design. By learning
new ideas introduced in sister organizations, they are better prepared to innovate in their
own organizations. 

How, then, do you, as managers, ensure that your staff members are challenged to
explore innovative design ideas? You must ensure that they are exposed to new ideas in
the community by

✔ funding participation in CIDM, STC, and other industry conferences and insisting
that attendees return with reports on innovations in design

✔ encouraging participation in local organizations devoted to design, including not
only STC but also local chapters of the HFES (Human Factors and Ergonomics
Society), UPA (Usability Professionals Association), IEEE PCS (the Professional
Communications Society of the IEEE), and others

✔ investigating training opportunities locally and nationally and making them avail-
able to team members, including training in minimalism 

✔ asking team members to subscribe to publications on design, such as the
Information Design Journal, publications of various STC Special Interest Groups,
and others and report regularly to team members on successful new ideas

✔ asking team members to read books on information design, such as Karen
Schriver’s The Dynamics of Document Design (Wiley 1996),5 and report to the team
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Measuring the success of an innovative design idea
Exposure to innovations in information design helps to encourage team members to think
creatively about their work and to take an active role in finding better ways to respond
to customer needs. But innovation for its own sake is dangerous. You always want to
introduce new designs carefully and measure the results. You must ensure that the inno-
vation delivers value to the customer rather than only delivering kudos to the designer.
You must ensure that the cost of the innovation is balanced with a measurement pointing
to the design’s effectiveness and the value proposition that it supports.

Take, for example, Beth Barrow’s minimalism redesign efforts at Nortel Networks a few
years ago. Beth employed a consulting team to study the customers’ information needs.
In response to the study’s findings, the team decided to drastically reduce the volume of
documentation and to focus on procedures rather than “filler” and background informa-
tion. As a result of their minimalism innovations, they reduced the volume of documenta-
tion by 75%, representing hundreds of pages of information customers did not need.

Since the goal was to increase the usability of the documentation, the team members
waited with “bated breath” for the results. Once the documentation was released, they
were somewhat surprised to learn that the number of customer calls had increased signifi-
cantly, rather than decreasing as they had expected. However, once they investigated the
reasons behind the increase, they discovered that customers were calling to point out
errors in the documentation. In fact, the errors had been in the documents for years. Only
with the reduced number of words were the customers reading and finding the mistakes.
The result of their innovation was impressive. Customers were using the documentation
actively, apparently for the first time.

A return in customer satisfaction and engagement with documentation, in lieu of calls
to customer support, is valuable, even when the innovation involves a degree of risk. To
mitigate the potential risks, test a new design idea in the customer community. Early feed-
back will help you iterate your design ideas and arrive at better solutions. Recognize that
innovation can disrupt traditional patterns of use among legacy customers. Introduce an
innovation in small enough pieces that it is not too disruptive.

At the same time, recognize that all innovations are disruptive to some people some of
the time. Realize that you must innovate to remain effective. Many managers tell me that
they cannot improve the quality of their documentation because the translation costs
would increase. They keep delivering information that is obviously flawed. Insist that no
excuse is acceptable if it means delivering bad information. If your innovative ideas are
sound and well tested, they will return value far exceeding the cost of implementation.

Introducing innovation to your team
To begin a design innovation program in your organization, expose staff members to
innovative ideas about information design:

✔ Study your customers’ information requirements and use the results to stimulate
innovative thinking about design.

✔ Pursue a minimalist agenda. Minimalism is, in my view, the single most stimulat-
ing program for design. 
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✔ Assess the value of the innovation. If it does not deliver clear value to the cus-
tomer, it’s probably not a good idea.

✔ Weigh the cost of innovation against its potential value. But don’t let initial costs
bar the path to innovation. 

Best Practice—Cost control
I should no longer be surprised by hearing information development managers
tell me that they don’t know how much their information products cost to develop.
Too often, managers do not track the time it takes the staff to complete projects.

They have nothing on which to base estimates of cost.
Equally problematic is the absence of budget lines for information development organi-

zations, even in some Level 3 organizations. Managers are assigned a headcount, which
may include both direct and contract staff, but not a departmental budget. In addition to
personnel costs, a budget might include funding for equipment, infrastructure (office
space, furniture, telephone, and basic supplies), travel, training, staff development, and
other resources. In too many instances, the information-development manager must gain
approval for every expenditure beyond the basic infrastructure. At the very least, expen-
ditures below a threshold should be allowed without layers of approval.

In addition to departmental budgets, cost controls also affect individual projects. It is
around projects that you should be controlling costs and not around the small expendi-
tures that allow you to develop your staff. The projects are where the substantive costs
can best be tracked and managed. Without knowing what projects cost, you are more
likely to become a victim of second-guessing in which someone decides that your projects
can be done less expensively in a country where personnel costs are lower.

Most information-development project costs are attributable to people time. Except for
translation, print production, and sometimes distribution, the principal costs associated
with your projects come from the work of your team members. You can use the fully bur-
dened costs of your team members to calculate the project development costs—as long as
you know which projects people are working on and how much of their time is devoted
to each project.

If team members are tracking their time by project, you can use fully burdened costs to
calculate project costs. However, if your projects include multiple deliverables, you may
not know the cost of individual deliverables unless they are assigned to different individ-
uals. To calculate the cost of each deliverable, you need to know how much time was
devoted to each one. Consequently, you must ask team members to account for their pro-
ject hours worked by deliverable. 

Once you know the amount of time people have spent on each project and deliverable,
it is quite simple to calculate the people costs. 

For example, you can use a typical fully burdened cost for direct employees of $66 per
hour, based on an average salary of $62,500 to which you have added all the overhead of
taxes, benefits, office space, and so on. An hourly cost of $66 includes overhead equal to
salary, or 100% overhead, typical of all but the most capital-intensive hardware develop-
ment companies.
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74 Part 1: The Framework

If you have spent 100 hours on a project, the total person cost of that project would be
$6,600. If a staff member works for a year on a project, at an estimated 35 hours per week
for 48 weeks (allowing for vacation, holidays, and personal leave), then the project costs
35 x 48 x 66 or $110,880. What that total implies is that each person in your organization
costs a little over $110,000 for project work.

If you have contract staff, you can multiply by their hourly rate plus some percentage
of overhead. Consult with your finance director to know what that percentage should be.
If the contractor uses your facilities and equipment, you have a higher burdened cost than
if the individual works at home or at an outside facility.

As you can see, estimating project or deliverable costs is not difficult. Doing so provides
you with important information you can use to decrease costs and evaluate the feasibility
of contracting or outsourcing.

With cost information in hand, you can implement processes to reduce costs, including
minimalism, topic-based authoring, and topic reuse. Any topic that an information devel-
oper does not have to write reduces your development costs. You can also effectively eval-
uate the real savings from outsourcing or moving tasks to low-cost personnel. If you must
continue to devote resources to manage or assure the quality of outsourced or offshore
projects, you must include those costs in your total project costs. Without cost informa-
tion, you have little evidence with which to argue that you are not experiencing the
promised savings.

Not only do you benefit from understanding and controlling costs, but you can use
cost information to communicate with your management. Senior managers often have no
notion of the real costs of information development or the effects on costs of poorly man-
aged, out-of-control product development projects. By maintaining data on each project
and the deliverables, you can produce analyses that show which project costs the most
and why.

Cost control is a powerful management tool, but many managers have little data to
work with. Only when you understand and control costs can you achieve a high level in
process maturity.

Best Practice—Quality management
Quality management is the process of ensuring that you understand your cus-
tomers’ information agendas and communicate your understanding to senior
management.

Quality management is a hallmark of a mature information-development organization.
In fact, quality management is a major determining factor in assessing an organization as
a Level 4 or 5 in the IPMM. Without a program in place to ensure that customer needs are
being evaluated and addressed, an organization cannot be judged as superior to most oth-
ers in the field.

Beyond quality assurance and information design
Quality assurance encompasses activities such as developmental editing, copyediting,
reviews by internal and outside experts, and even usability assessments of document
design. All of these activities ensure that the information you develop meets your own
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standards. Quality assurance addresses such issues as accuracy, readability, core function-
ality, and presentation. 

Information design activities also contribute to the quality of the information delivered.
Excellent information design requires that customer needs be taken into account from the
beginning of a design process. 

But quality assurance and information design activities are inadequate without a thor-
ough understanding of how, when, and where your customers need and use information
to meet their goals.

What is the essence of quality management?
Quality management, as a key characteristic of the IPMM, encompasses a variety of activi-
ties, all related to ensuring that customer needs are met and the organization provides
value to customers. 

Customer studies
Customer studies provide the core of quality management. Customer studies include

✔ regular assessments of quality, including surveys of customer satisfaction 

✔ development of comprehensive user profiles that describe in some detail the char-
acteristics of representative members of the user communities

✔ task analyses so that information developers know how users articulate the tasks
they are trying to accomplish using the company’s products and services

✔ customer site visits that focus on direct observations of users in the workplace to
ascertain the users’ agendas in using products, services, and information

Many information developers tell us that they have no time for customer studies, even
though they know they are important. Others tell us that they are barred from customer
contact by others in the organization, including senior managers who do not believe that
information is important to the customer’s experience. Still others have the opportunity
to conduct customer studies but choose not to. They may believe that they already know
what the customers want, or they may be reluctant to expose customers to their lack of
knowledge of the product and the customer’s environment. 

In each case, an immature organization finds reasons for avoiding customers even
though they admit that their information development suffers as a consequence. Some
information developers prefer to interact with product developers, in part because these
individuals may exert powerful influence on the information developer’s career. 

Mature organizations take the opposite position, finding ways to meet with customers
even when there are barriers. They go out of their way to ensure that staff have regular
customer contact. 

Managing for quality includes knowing about the competition
I have generally been surprised to learn how little many information developers know
about their competition. Understanding what the competition is producing is critical to
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quality assessments. That means acquiring samples of competitor documentation and ask-
ing questions: 

✔ Are customers happier with the competitor’s information than the information
you produce?

✔ Are competitors conducting studies of their customers’ information needs?

✔ Are competitors engaged in cost reduction activities, such as content management,
topic-based authoring, and minimalism?

✔ Does competitor information appear more usable and accessible?

✔ Are competitors offering information on websites or providing other innovative
ways for customers to find and use information?

Benchmark studies are one vehicle that mature organizations pursue in understanding
competitors. In 1999, CIDM conducted its largest benchmark study, involving most of the
large companies developing telecommunications hardware and software. The amount of
information exchange among competitors was remarkable, resulting in a level of under-
standing of competitor information development that has been rarely equaled in other
industries. However, few information developers in other industries appear willing to
engage and invest in benchmark competitive studies. Product managers in the same
industries are usually thoroughly familiar with competitive products; information devel-
opers need to study competitive information products as well.

Knowing what competitors are up to is a key competitive advantage in any field.

Managing for quality includes responding to customers directly
In 2004, the Microsoft Office Applications team reported on the continuous publishing pro-
gram they had put into place to respond to customer concerns. The program, called Contact
Watson, led to the first annual CIDM Rare Bird Award going to the Office Applications
team. In the program, customers are asked to evaluate each topic they access through the
web-based information system supporting Word, Excel, PowerPoint, Outlook, and other
parts of the Office product line. Customers can rank the topic on a scale of one to five and
provide comments about what they found to be useful and not useful in their search for
information. 

The customer comments and rankings are reported daily to the information develop-
ers, who decide which topics need to be updated or completely rewritten. Once a new or
updated topic has been reviewed and approved, it is immediately made available to read-
ers. Although the information developers don’t respond to customer comments directly,
they use the continuous flow of customer feedback to improve information quality.

Managing quality means responding to customers’ concerns with information accuracy,
completeness, readability, and usability. Organizations that have programs in place allow-
ing them to respond, feel much closer to their user community. Consider programs in
which information developers listen in or actually respond to customer inquiries with
the assistance of the support organization. Consider processes in which every customer
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complaint is logged and explicitly addressed by the information-development team.
Organizations that take an active role in addressing customer concerns will come out high
in a process maturity assessment.

Partnering with customer support
Customer support is the perfect partner for information development. Both organizations
are concerned with delivering quality information to a diverse community of users from
novices to experts. Information-development managers should build alliances with sup-
port managers, especially since it is possible to show a clear relationship between quality
of information and cost of support. Information developers who establish a partnership
with support find that improved information content and delivery can have a dramatic
effect on the cost of support, particularly by reducing calls for support.

In one study, I found that improved information quality reduced support calls by more
than 60% and reduced the duration of an average call from 10 to 2 minutes. At a CIDM
Best Practices conference, Angela McAlister described how her staff of information devel-
opers was responsible for ensuring the effectiveness of the customer-accessible knowledge
base. Their work to improve the quality of information contributed to the steady growth
in popularity of the support information website.

Promoting quality in your larger organization
Information developers in many organizations take a leadership role in customer quality.
They review product interfaces to help ensure usability. They engage in direct customer
studies that influence product development. And they engage their larger organizations
in promoting quality.

Too often, you hear about information developers whose quality concerns are deni-
grated, often because they lack direct evidence of the importance of information in the
customers’ acceptance of and success with a product or service. You also find that when
the evidence is there, in the form of direct customer data, quality concerns gain recogni-
tion. To earn a place in the discussion of product and information quality requires that
you engage with the customers themselves. From direct customer visits to surveys and
other data gathering, engagement with support, and through partnerships with customers
themselves, you can elevate the discourse around quality in your larger organization.

Does quality count in these days of focus on the bottom line and building stockholder
value? Only if it helps to improve sales and revenues. Does quality in information improve
sales and revenues? It certainly does when it helps to increase customer satisfaction.

New Characteristics of the IPMM
Since its inception, the IPMM has looked at the eight key characteristics to evaluate an
organization. Those eight key characteristics have been sufficient to distinguish immature
from mature practices. However, more recently, I have evaluated the need for additional
characteristics, among them collaboration and change management, to be added to the
model.
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Collaboration
Although the IPMM addresses collaboration as a goal of hiring, I believe that building a
collaborative working environment must be addressed more specifically in our assess-
ments in the future. The practice in which information developers work alone, responsible
for defining and creating content based upon their interactions with subject-matter
experts, is clearly a characteristic of an immature, Level 1 organization. A lack of collabo-
ration is a key characteristic of an organization that develops information using ad-hoc
processes. Given the need to share content among deliverables (single sourcing) and the
need to ensure that customers receive consistent and complete information to guide their
performance with a product or process, information developers must become increasingly
collaborative in their working environment. It is no longer acceptable for writers to work
in isolation on their proverbial mountain tops. 

Chapter 20: Managing in a Collaborative Environment presents business best practices
for establishing a collaborative environment at the project level. These best practices sug-
gest that by working together to plan, design, and develop content, you both reduce
development costs and increase quality.

In adding collaboration as a key characteristic of the IPMM, I suggest the descriptions
in Table 2-3 at each of the five levels.

Table 2-3: Description of the Collaboration Key Characteristic

IPMM Level Collaboration Key Characteristic

Level 1 Information developers work independently, designing and developing their content in isolation
from other developers in their organization.

Level 2 Information developers occasionally coordinate their efforts to avoid producing the same content
more than one time. They occasionally find opportunities to share content developed by other team
members, typically through a cut-and-paste process.

Level 3 Information developers are encouraged to form teams to plan, design, and develop content
regarding the same product or process. Opportunities for sharing content among deliverables
increases because developers are more aware of the content being created by their colleagues.
Developers frequently form self-organized teams to jointly produce a result.

Level 4 Information developers regularly engage in collaborative processes that include planning, design,
development, and review. Team members trust and respect the work of colleagues, believing that
together they can build superior products than they could individually. Project managers and team
leads facilitate collaboration as a core business practice.

Level 5 Information developers regularly collaborate with colleagues from other parts of the organization,
encouraging a free flow of information and frequent interactions. They are continually looking for new
opportunities to collaborate. At the same time, they find ways to avoid constant meetings that threaten to
bog down progress. As professional communicators, information developers help foster communication
among colleagues who are not effective communicators. They work together to develop new ideas that
are more than the ideas offered by any individual team members or domain experts.
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Change management
Change management offers another opportunity to develop a new key characteristic for
the IPMM. Because I expect mature organizations to be continually innovating, challeng-
ing the status quo, and embracing continuous process improvement, mature organiza-
tions must understand how to manage change effectively. Without change management
in place, organizations risk having team members refuse to embrace innovations or delib-
erately avoid adopting an innovative practice in their own work. When people do not
understand the business necessity behind a new practice or design and do not understand
how the innovation will affect their personal work practices, they reject or undermine
the change.

A mature information-development organization must be prepared to manage change
effectively if they want the pursuit of innovation to become a hallmark of their work.
I suggest the descriptions in Table 2-4 at each of the five levels of the IPMM.

Table 2-4: Description of the Change Management Key Characteristic

IPMM Level Change Management Key Characteristic

Level 1 Information developers have no mechanism available to foster change in their practices or design.
Only personal persuasion of interested parties may help changes to occur.

Level 2 With new consolidation of individual information developers into groups led by a professional
manager, change becomes an integral part of achieving process maturity. In fact, change is at heart
of a Level 2 organization. However, since change is new and everything is changing, managers at
Level 2 may not have developed a protocol supporting best practices in change management.

Level 3 The information-development manager has introduced a change-management protocol to the
organization in hopes of consolidating gains won by achieving Level 3 of process maturity and
providing a mechanism for introducing additional change.

Level 4 Managers have integrated change management best practices into the organization so that all team
members understand what they need to do to foster continuous change. Communication about
change is a regular part of the organizational culture.

Level 5 All team members are able to manage change within the organization and to work with colleagues in
other parts of the larger community to foster change. 

As this discussion of possible new key characteristics reflects, the IPMM itself under-
goes continuous change. You can find updates to the model published on the CIDM web-
site at http://www.infomanagementcenter.com. CIDM is always open to suggestions for
clarification or improvement of the model.
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Summary
The IPMM delineates the key characteristics of a successful, innovative, customer-oriented,
information-development organization. In the IPMM, I have developed critical success 
factors:

✔ A centralized management structure to which information developers report that
has the ability to develop and enforce standards in process, information design,
and publishing.

✔ An information-development process that has measurement at its core, including
the ability to estimate projects as thoroughly and accurately as possible and to
adjust estimates when workload or resources change.

✔ A business-oriented, strategic perspective on the value and role of information
development to the success of the enterprise.

✔ The ability to hire and train a professional staff and build with them a vision of
the future.

✔ A customer-oriented perspective that assumes ownership of the customer’s learn-
ing experience and productive use of the enterprise products and services.

With these critical perspectives in place and the ability to assume responsibility for the
strategic direction of your organization, you are more than likely to succeed as a senior
manager and assume a place in the corporate hierarchy that allows you to align with cor-
porate objectives and increase the effectiveness and future profitability of your organiza-
tion’s products and services.

If you are challenged to increase productivity, reduce costs, and manage remote teams
of individuals or merged departments, consider beginning with a process maturity assess-
ment. Study the maturity level of your operation, those of sister organizations, and out-
source vendors. Use the results of the assessment to strengthen your position with senior
management, gain support for your process-improvement initiatives, and resist hasty and
ill-considered cost-reduction schemes.

The next two parts of this book are designed to help you become a Level 3 organization
in process maturity. Part 2 describes the role of the information-development manager in
aligning the organization with the corporate goals and objectives. Part 3 provides an 
outline of the processes needed to manage projects at Level 3.All the ingredients for a 
successful organization are in place, waiting for you to implement them.
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“We have to remember that a return requires investment.”
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Introduction
to Portfolio
Management

Strategy-Focused Organizations use the Balanced Scorecard to
place strategy at the center of their management processes.

—Robert S. Kaplan and David P. Norton, 
The Strategy-Focused Organization1

Strategic portfolio management is a central responsibility of busi-
ness-savvy information-development managers who operate
mature organizations and take responsibility for the efficiency and
quality of their work. Managing the portfolio strategically means
setting priorities on the projects that your organization under-
takes. It means deciding what can be done well and what should
not be done at all. It means ensuring that the work done by your
staff is worth doing and adds value to the larger organization and
to the customers. It means honing processes, so that they empha-
size activities that produce value and eliminate activities that
might be fun but just waste everyone’s time and energy. It means
having a staff that is well-trained and enthusiastic about doing the
right work well, rather than doing the wrong work well.

For many information-development managers in less mature
organizations, the work their information developers do is
assigned by other parts of the organization. Assignments come
in from product developers or service providers. The project
content is defined by the “customers,” who specify that they

85
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1 Robert S. Kaplan and David P. Norton, The Strategy-Focused Organization, Cambridge, MA:
Harvard Business School Press, 2001.
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86 Part 2: Portfolio Management

want a particular set of manuals, a help system, or material on a website. The manager
takes the assignments and divides the work among the staff members. The set of all pro-
jects becomes the portfolio for which the department provides resources. All the decisions
about the priorities and the content to be developed are determined by people outside.

Consider this scenario typical of a Level 1: Ad-hoc organization in the Information
Process Maturity Model (IPMM), described in detail in Chapter 2. The information devel-
opers are either assigned work directly by product developers or other project leads or
they are assigned the same work through their departmental manager. In either case,
responsibility for defining the portfolio is outside the control of the people doing the
work. In this scenario, the information developers are essentially clerical, doing work
assigned by others with little or no role in the decision making. 

Then consider another scenario typical of a Level 4 or 5: Optimizing organization in the
IPMM. The information-development manager with the aid of senior members of the
organization negotiates the shape and scope of the project portfolio with senior manage-
ment and other business managers. Some projects are given a high priority because of
their value to the larger organization, representing key product- or service-development
efforts that promise to increase revenues or customer satisfaction. Other projects have
lower priorities, depending upon their importance to the business and the customers.
Some projects move entirely off the list because they have minimal value. 

However, not all of the projects in a Level 4 or 5 portfolio are the information-
development projects that you might be managing to support products and services of
the larger organization. Some of the projects are developed to support innovations within
the organization, such as new technologies to support content management, process
improvements to gain efficiencies in the workflow, and new information architecture to
increase quality to the end users and decrease duplication of effort. These projects are also
included in the portfolio because they are deemed essential to the future health of the
organization.

Clearly, moving from a Level 1 to a Level 5 organization centers on portfolio manage-
ment and making the best use of ordinarily scarce resources. It means that you take control
of your projects and ensure that you are delivering meaningful value to the business, not
just doing somebody else’s busy work. It means that you take a strategic view of your oblig-
ations to the larger organization and ensure that the work of your staff meets the corporate
objectives. It means that you are placing people, tools, and budget on the right activities and
that you constantly monitor the work to ensure that the projects are on track and not going
off in unproductive directions. It means deciding on when to shut down a project if it isn’t
producing the desired results, even if the project is the favorite of someone inside or outside
your organization. It means telling a product manager that you aren’t going to assign
resources to his or her project because it doesn’t come high enough on the priority list.

Why Portfolio Management Is Critical
As an information-development manager hoping to move to a higher level of process
maturity, you must begin to take charge by actively managing your organization’s 
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portfolio, not waiting to be told what to do by others. Portfolio management is essential
to your set of responsibilities, especially if you are accountable for the deadlines and the
quality of the work produced. But taking hold of the responsibility, as well as the account-
ability, is not easy in an organization where the business and the product managers are
used to being in control. To gain control for yourself and your team, you must prove that
you understand the corporate goals and align with those goals as you make strategic deci-
sions about managing your portfolio.

Benefits of portfolio management
Stepping up to the responsibilities of portfolio management in your organization provides
a host of benefits, especially if your efforts are supported by your senior management:

✔ You are able to optimize your resources by assigning them to the higher priority
projects and minimize your risk of spending resources on activities with little ben-
efit to the organization.

✔ You will improve your ability to plan your organization’s schedule so that every-
one works more efficiently and isn’t required to jump from project to project.

✔ You reduce the number of projects that have little value and make them easier to
eliminate entirely.

✔ You help to ensure that your staff is thinking in terms of value to the corporation
and the customer rather than thinking only about their personal project values.

✔ You enable a better alignment with corporate goals and improve the level of pro-
fessional communication with business colleagues in the rest of the corporation.

By asserting control of your organization’s business portfolio, you place yourself in the
ranks of responsible and accountable senior management. That’s ultimately a stronger
and more satisfying position than being thought of as something equivalent to a typing
pool. In addition, the experience of senior information-development managers shows that
strategically aligned portfolio management actually saves money. Because they can
devote resources more effectively to innovative and high-priority work, they can decrease
what is spent unproductively on projects that return little value commensurate with their
investment.

Barriers to portfolio management
Despite the clear advantages in managing your own portfolio and allocating your
resources effectively, you are likely to encounter opposition as you try to move from an
organization that takes orders to one that manages its affairs in line with corporate goals.
If people are used to giving you orders, they will want to continue to do so. If others insist
that you follow their priorities for your organization without regard to the overall portfo-
lio of projects you have before you, then you will meet resistance to any change.
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Here are some of the barriers you are likely to encounter and suggestions for removing
them:

✔ Portfolio management implies taking power away from some people and acquir-
ing it for yourself and your organization.

People certainly like to think that their projects are the most important. They want
to make and enforce personal decisions rather than working with the team. Your
move toward portfolio management implies a more open and democratic decision-
making process. If you have the support of the executives for your move, others
will see the benefit of working together.

✔ Getting the information you need to make good decisions about the projects in
your portfolio is never easy.

In many organizations, project information is not made readily available to infor-
mation development. You don’t know what projects are coming, so you can’t plan
effectively. Projects get added to the mix unexpectedly with new priorities. You
also have difficulty identifying the scope of many of the projects, often because the
product developers haven’t estimated their own scope and resources required. 

Once again, you need to gain the support of senior management for bringing
some order to the chaos. If your organization has no way of prioritizing its devel-
opment projects, it’s likely to be very immature. As you realize, you will have dif-
ficulty trying to be more mature than your internal customers. Nonetheless, if you
have the support of your executive sponsor for prioritizing projects and you pro-
vide a sound business case for your decisions, others can do little except protest
your decisions. The more politically savvy you can be in developing your criteria
for prioritizing, the more successful you’re likely to be.

✔ Portfolio management is all about making tough decisions.

How important is promising more than one can deliver? Informing senior man-
agement about workload problems results only in negatives: 

“That work is important. It must be done. I don’t want to hear any excuses. Do
what it takes, but get it done.” 

How many of you have heard such responses to a reasonable assessment of the
workload? 

Some managers take a different position, learning that some of the time they must
“just say no.” Prioritizing assignments is never easy, but introducing reality into
your decision making is a sensible course to take. Without some agreement about
the priority of activities, you are left with individual, ad-hoc decisions among
your own staff. One writer decides to leave out quality checks; another chooses
to reformat engineering documents without regard to their usability; yet another
decides not to rewrite older information because redesign is too time-consuming.

Avoid trying to please everyone. Don’t become the manager who always tries to
fit everything in, knowing full well that the resources just are not there.
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In a recent user and task analysis workshop, writers voiced their concern about the
added level of effort that investigating user needs and tasks might entail. 

“Where will we find the time?” people moaned. “We can hardly get our work done sat-
isfactorily as it is.” 

Fortunately for this organization, information-development managers acknowledged
the problem and decided to make the user study project a top priority. They understood
that without additional information about users, they had no reasonable, customer-
focused means of prioritizing the workload. By understanding more precisely what 
customers’ need, they could omit what was not necessary from the documentation. 

At the same time, managers need to take a hard look at older legacy documentation.
Perhaps the best solution to the time crunch is to leave some legacy documents alone. If
there is little to gain in terms of increased revenues and customer satisfaction or decreased
support costs, that legacy is not worth redesigning or even maintaining. Better to put
scarce resources where they will make the most difference. 

Best Practices in Managing Your
Strategic Portfolio
Do you need a strategic plan to manage your organization effectively? Although some
information-development managers are serious about strategic planning, most consider it
something nice that they never get around to doing. But without a well-considered strate-
gic plan, you will find yourself blinded by the demands of the everyday work schedule.
You will have no way to evaluate your team’s activities so that you can decide if you are
expending your resources effectively. Strategic planning is a responsibility of managers at
every level of the organization, not simply the executives. For a corporate strategy to be
executed effectively, it must be carried out at every level, including information develop-
ment. 

Consider the following best practices for managing your portfolio and demonstrating
its alignment with corporate goals and objectives:

✔ Creating and managing your project portfolio

✔ The Balanced Scorecard: Translating strategy into action 

The best practices in this chapter explain how to evaluate your portfolio and develop
criteria for prioritizing. Then you learn to create a Balanced Scorecard for your organiza-
tion that demonstrates how your activities support your customers more effectively and
contribute to the financial goals of the corporation.

Best Practice—Creating and managing your project portfolio
You’re in the right place and time to take control of your project portfolio and
increase the maturity level of your organization. You want to win the respect of
senior management and convince them that your organization should be part of

the strategic plan. 

Chapter 3: Introduction to Portfolio Management 89
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90 Part 2: Portfolio Management

Consider the steps to take in creating and managing your organization’s portfolio of
projects:

✔ Conduct an inventory of your projects

✔ Identify the projects that are truly strategic

✔ Categorize the projects and set priorities2

Once you have your ranking system in place and use it to prioritize your projects, you
are ready to place your results into a Balanced Scorecard so that you can track how well
you are doing.

Conducting a project inventory
You may already have a good idea of the projects that your team is handling. If so, you
need only transfer them to a table or spreadsheet so that you can look at them as a whole.
However, if you don’t know much about the projects, use the inventory as an opportunity
to talk with your team leads and information developers to know exactly what they are
working on and what resources they are devoting to each project. Many managers find that
the staff is already subtly ok prioritizing projects on their own volition. Unfortunately, the
priorities are done on an ad-hoc basis rather than through the decision-making process of
the team.

With a list of all the projects in place, add the actual or predicted start and end dates,
the information to be delivered, and the estimate of resources for each project. If your
team members create project plans, as described in Part 3, ask for each of the plans so that
you can better understand the rationale for each project. 

Figure 3-1 shows a portfolio report developed by the information-development man-
agers at a division of Hewlett-Packard.

Identifying the projects that are truly strategic
After you have identified all the projects, review them carefully with your team leaders.
Study the rationale for each project, focusing on the audience analysis and the projected
deliverables. Then, arrange for a meeting with your senior manager to discuss how the
various projects fit into the corporate strategy. You want to consider several of the issues
discussed in Chapter 5 on the Technology Adoption Life Cycle as one example of priori-
tizing. You may want to consider how well each project is funded as a whole as an indica-
tor of its level of importance to the company. Learn as much as possible about what
projects are candidates for cancellation or are approaching end of life. Work with your
senior manager to understand how each project is viewed at the business or corporate
management level. If you don’t have a senior manager who is in the best position to help
you evaluate the projects, find an informal manager who can give you advice quietly. 

2 Todd Datz, “Portfolio Management: How to do it right.” CIO Magazine, May 1, 2003.
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92 Part 2: Portfolio Management

In your evaluation, you need to find the projects that are getting minimal funding.
These are often projects that are “nice to do” when there is time. They are also candidates
for cancellation if other demands take precedence. These are projects you may want to
assign minimal support, or they may be projects that you should outsource because they
give your department little strategic advantage.

Categorize the projects and set priorities
Categorizing the projects and setting priorities requires asking tough questions:

✔ Is this project producing increasing revenue for the company?

✔ Is the customer demand for this project’s output increasing or decreasing? 

✔ Are customers requesting better information or are they satisfied with what they
have now?

✔ Does this project give you an opportunity to increase efficiency and decrease oper-
ational costs?

✔ If you work more effectively on this project, will an increase in customer satisfac-
tion translate into more sales? 

✔ Will an improvement in information accessibility for this project help to reduce
support costs? 

✔ Can you produce a better return on your investment in this project by providing
more valuable information or delivering the information differently? 

✔ Are you doing things because they are fun for the writers, not because they are
valuable to customers? 

Once you ask questions like these and try to find the best answers, you find it more and
more difficult to justify activities that don’t directly contribute to your success in the
larger organization. By prioritizing work as an organization, with advice from peers and
senior management, you have a better chance of focusing on what is really important to
customers rather than what is important to individuals acting alone.

You will find it useful to add the answers to your questions to your project portfolio
spreadsheet to create a standard method for ranking the projects. For example, you might
consider the importance of the project to customer satisfaction. If a project will permit you
to pursue an information innovation that you believe will increase customer satisfaction,
it might rank higher than a project that is an update to information that is not heavily
used by anyone.

You might identify a project on which you can apply a new technology to increase effi-
ciency and reduce costs. That project might rank higher than one that is costly to produce
and adds little value. 

Look for projects that can become a new and effective way of producing information
and that promise innovations that will increase customer satisfaction. Some projects are
simply in maintenance mode and are prime candidates for limited resources or low-cost
outsourcing. Others support the steady growth of your organization’s products, needing
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regular and devoted maintenance to keep them strong. Still others require an entirely new
and innovative approach that changes the way you do business.

Once you develop your ranking criteria with the support of your senior management,
communicate it to your staff and ensure they understand the priorities. Because they
have built their own allegiances to projects they may be reluctant to accept the priorities.
By emphasizing the underlying business strategy and the acceptance of the plan by senior
management, you help them understand and become enthusiastic supporters of the 
decisions.

Managing your portfolio
After you have applied the ranking and assigned priorities and resources to your project
portfolio, you need to monitor the project to ensure that you’re getting the value from
them that you anticipated. I recommend setting up your projects in a Balanced Scorecard.
The Balanced Scorecard helps you monitor the progress of a project or an innovation ini-
tiative through the four quadrants, as explained in the next best practice. 

For example, consider this scenario: You identify a project that calls for the restructur-
ing of a large volume of process documents that include detailed product specifications.
This project is your highest priority, with full support from the CEO and your immediate
vice president. The project is critical for achieving an improved level of customer satisfac-
tion with your company’s products and services. 

You assign your best team to the project but you recognize that they are unfamiliar
with the type of information that requires restructuring and rewriting and they don’t
know the audience well. You need to ensure that the team gets the training and direction
they need to handle the content, and you need them to develop a new process to handle
the restructuring and revisions of the content with the involvement of several subject-
matter experts throughout the organization. You know that some of the experts do not
support the changes that you want the team to make.

By creating a Balanced Scorecard, you can identify what you expect to happen on this
project. Your scorecard might resemble the one in Figure 3-2.

CheckFree Corporation’s Peak Performance program requires all divisions and busi-
ness units to create a scorecard of goals and metrics in support of the corporate goals. The
scorecard is designed to show how all three layers of goals relate to one another and to
track the monthly progress of each goal.

The corporate goals are represented by the four shaded rows spanning the scorecard
(Market Growth, Service Quality, Financial Performance, and Customer Satisfaction). The
division goals are listed at the bottom of the scorecard and each is assigned a letter. These
letters appear in the goal mapping table in the far-left column. The business unit goals
and metrics are defined on the left side of the scorecard. These goals must be specific
enough to easily translate into individual goals for each CheckFree associate.

To understand how the scorecard connects the three layers of goals and tracks results,
look at the first goal in the list. The business unit goal is to support innovative develop-
ment and implementation of products and features. The placement of this goal on the
scorecard shows that it supports the corporate goal of Market Growth and division goals
A, B, and C. There is no activity tracked for this goal in July or August. In September,
100% of the deliverables were on time and 80% of the deliverables went through a
peer/editorial and technical review.

Chapter 3: Introduction to Portfolio Management 93
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Best Practice—The Balanced Scorecard:
Translating strategy into action 
Robert Kaplan and David Norton, in The Balanced Scorecard,3 argue that a business

strategy is a set of if-then statements that attempt to predict how changes you may make
to your organization and people will result in improved financial performance and cus-
tomer satisfaction for your corporation. As you develop a business strategy and plan how
you will manage your project portfolio, you can use a balanced scorecard to reveal the
relationship between your activities in information-development and your company’s
success.

Consider this if-then sequence as applied to information development: 
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3 Robert S. Kaplan and David P. Norton, The Balanced Scorecard:Translating Strategy into Action, Cambridge, MA: Harvard
Business School Press, 1996.

If you invest in training your employees to study your customers and their information needs, then they will be
able to design and develop more effective information products. If the information products they design are
successful, then customers will be able to lower their costs of doing business with your company and increase
their staff productivity as they use your company’s products. If the customers are more successful, then they will
buy more products from your company thereby increasing its profitability and success. 

Although the final measurements of success in this business strategy are financial, note
that along the way you will be able to institute many other measurements of success: 

✔ You can evaluate your customers’ satisfaction with your information products. 

✔ You can learn if you are effectively developing and implementing new processes
that result in increased customer satisfaction. 

✔ You can investigate the success of your innovation projects by measuring to what
degree they have succeeded in transforming your organization and making it
more efficient and effective.

The analysis you do on each of these measurements demonstrates how your activities
to innovate and transform your organization lead directly to the corporation’s customer
satisfaction and financial performance. 

Kaplan and Norton argue that the Balanced Scorecard approach works at many levels
of the organization by accounting for a company’s “intangible and intellectual assets”
(“high-quality products and services, motivated and skilled employees, responsive and
predictable internal processes, and satisfied and loyal customers”). They insist that, in a
new information age, we cannot afford to fixate on bottom-line, expense-related, and
often lagging measurement systems. We need to find new ways of predicting future suc-
cess by implementing innovations today and evaluating their effectiveness. The authors’
solution is the Balanced Scorecard. 
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Traditional accounting measures tell us about what has occurred in the past, not what
is likely to occur in the future. But what measures can we use to foretell the future? 

The four perspectives of the Balanced Scorecard 
To foretell the future, you need to approach carefully the four key perspectives of the
Balanced Scorecard: 

✔ financial perspective

✔ customer perspective

✔ internal business process perspective 

✔ learning and growth perspective

The Balanced Scorecard’s four key perspectives are derived top-down from your vision
of the future and your strategy for getting there, as illustrated in Figure 3-3.

✔ Financial perspective. Are your actions contributing to the company’s bottom line? 

✔ Customer perspective. Are your actions contributing to satisfying customers? 

✔ Internal-business-process perspective. Do you have the best processes in place to
contribute to customer satisfaction and the bottom line? Are you creating entirely
new processes to create better information products and deliver better service in
the future? 

✔ Learning and growth perspective. Are your actions with regard to people, sys-
tems, and organizational procedures creating long-term potential for improving
and growing the business? 

If you develop your business strategy to include all four perspectives and to make mea-
surements everywhere, Kaplan and Norton believe you can achieve a proper balance
between outcome measures (customers and finances) and future measures (processes and
abilities). Such a balance includes both objective and subjective measures, going beyond
bottom-line calculations. At the same time, they ask you to connect your strategic plans to
your corporation’s or your department’s financial goals. The authors point out that it is
not enough to improve internal processes; all process improvement and learning invest-
ments need to focus on improving the results for customers and shareholders. In planning
and implementing a Balanced Scorecard, you need to make sure that all the pieces are
carefully linked. 
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Figure 3-3: The four perspectives of the Balanced Scorecard

Why use a Balanced Scorecard approach?
I believe that information-development managers can use a Balanced Scorecard approach to
both drive and measure the success of organizational change. With the Balanced Scorecard,
you can align with your organization’s strategic vision and turn this vision into explicit
objectives and measures for your own department. 

Kaplan and Norton like to point out that they agree with the maxim: “Measurement
matters. If you can’t measure it, you can’t manage it.” However, they insist that managers
need more than standard financial measures to evaluate the success of a strategic business
planning activity. As many business leaders have noted, a focus on financial measures
among US companies has increased the importance of short-term gains (the latest stock
market evaluation or the results from the last business quarter). Because financial mea-
sures are lagging indicators (we measure only after the damage has been done), they don’t
show what is being created or destroyed by current management actions. 

The Balanced Scorecard provides managers with a more comprehensive framework to
translate a company’s vision and strategy into a coherent set of performance measures
than financial success alone. 

Perspectives for the
Future

Internal-Business-
Process Perspective

Do we have the best processes
in place to contribute to

customer satisfaction and the
bottom line? Are we creating

entirely new processes to create
better products and deliver
better service in the future?

Learning and Growth
Perspective

Are our actions with regard to
people, systems, and

organizational procedures
creating long-term potential

for improving and growing the
business?

Customer
Perspective
Are our actions

contributing to satisfying
customers?

Financial
Perspective
Are our actions

contributing to the
company’s bottom line?
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98 Part 2: Portfolio Management

Remember that a strategy is a set of hypotheses about cause and effect. A good Balanced
Scorecard shows how your planned actions are linked in a cause-and-effect relationship.
You state: “If we do this, then this will happen.” However, hypotheses are just that—
hypotheses. You need a way to measure outcomes and drive performance improvements
if your hypotheses are going to turn into facts. 

In many cases, as you plan a business case, you know what outcomes you want.
Customers who are positive about the information products they receive behave in 
desirable ways:

✔ They make fewer calls to customer service because they find answers to their
questions in the documentation, the online help, or on the knowledge websites.

✔ They achieve a faster mean time to productivity because getting-started informa-
tion is effective. Mean time to productivity refers to the average time a person or
an organization takes to learn a new product or process.

✔ Customers experience less down time because information makes it possible to
troubleshoot and solve problems more quickly.

As an information-development manager, you know that you would like to measure
your customer’s success with your information. However, these measures are still
lagging indicators. Until the information is in the customers’ hands, you cannot measure
its effectiveness.

What about the leading indicators? What do you have to measure about the perfor-
mance of your staff to ensure that you get the outcomes you want? 

It’s important to point out a corporate fact-of-life that Kaplan and Norton mention.
Quality improvements don’t always translate into financial success. Many process-
improvement campaigns lead to improved capacity to perform the work (you’re more
efficient; you’ve eliminated unnecessary steps), which may mean that you now have
resources that are really not employed as effectively as they might be. Process improve-
ments leave you with unused capacity, or the ability to do more work with the same 
people, but you may not have realized actual reductions in spending. 

By taking a Balanced Scorecard approach, you attempt to link process improvements
directly to customer satisfaction and financial gains. You also measure all along the way
to ensure that you are spending your process and employee training resources effectively. 

Financial perspectives
The starting point of any Balanced Scorecard analysis is financial. Kaplan and Norton
point out that you need to understand the goals of your corporation, business unit, or
individual product line. In researching the goals, you are likely to find all three financial
strategies: growth, sustain, and harvest. 

✔ Growth. Grow revenues, grow sales, invest in new products, infrastructure, distri-
bution, customer relations, and so on. 
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✔ Sustain. Enhance profitability. Increase the return-on-capital-employed. Increase
the return-on-capital-invested. 

✔ Harvest. Make no significant new investments. Instead, maximize cash flow from
existing products. 

In a high-growth environment, a company may not really be interested in controlling
the costs of its resources. Rather, it may seek to build people, process, and technology
resources to ensure that they can respond quickly to changing needs. 

As information-development managers in high-growth environments, you need to fig-
ure out how to use your assigned resources effectively to ensure that revenues and sales
increase. Your businesses’ financial objectives may be reflected in developing new products
as quickly as possible or finding new applications for existing products, new customers for
existing products, new solutions in which more of a product line is sold, or in shifting the
product market (for example, moving a product to less skilled customers and providing
more services). 

In a high-growth environment, productivity improvements are likely to be viewed as
more strategic than cost reductions. Your high-growth company’s management does not
want you not to save money but to increase the revenue generated by each employee.
They want you to do more work with the same number of people. 

For sustaining businesses, the situation is just the opposite. Because such businesses
or product lines are not growing, management looks more favorably upon strategies
designed to reduce unit costs. The questions asked may include:

✔ Where are you spending money? 

✔ Can you produce more efficiently (fewer people, more output, greater 
efficiencies)? 

✔ Can you reduce the cost of a transaction (for example, by moving information
online for customer self-service rather than inviting customers to call a customer-
service representative)? 

Your strategies must be designed to lower the cost of doing business. If you’re in a sus-
taining business, it would be wise to investigate the operating expenses of the competition.
It will be important to reduce expenses. But any reduction in expenses must be balanced
on the scorecard with the quality of customer service and the implementation of efficient
processes. Many sustaining companies see operating expenses as a burden that must be
contained or eliminated. However, that viewpoint can be counterproductive when quality
is reduced beyond recovery. In fact, Kaplan and Norton argue that managers should not
focus on decreasing spending but on increasing efficiency. You need to closely examine the
benefits being produced by your cost reductions and not endanger customer relations by
cutting in the wrong places. I have long argued, for example, that bypassing a customer
needs analysis is the wrong place to cut costs. 
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In a sustaining environment, you need to look closely at asset utilization and investment
strategies. By measuring and reducing time to market, for example, you make better use of
your people and capacity assets by decreasing the time before revenues are realized. You
may also successfully argue for a centralized publications organization so that you can
increase the leverage of a capital investment (equipment, facilities, production) by sharing
the investment across more of the company. By leveraging a capital investment, you choose
not to replicate physical and intellectual assets any more than absolutely necessary. 

In both sustaining and harvest lines of business, you need to practice strong risk man-
agement around your resource costs. Risk management might include better forecasting
of expenses and better project estimating. Your companies want fewer surprises that
increase costs unexpectedly. 

In a harvest environment, the best approach may be to eliminate costs altogether.
Organizations that have decided to orphan (stop making any changes to) harvest prod-
ucts have usually made the right decision by drastically cutting costs. 

Thus, your first step in constructing a Balanced Scorecard is to determine the financial
goals of your organization and determine how to measure your success in contributing to
those financial goals. 

Customer perspective
If you are to meet your financial goals, you need also to ensure that your customers are
well served by your products and services. You must measure your success by helping to
acquire new customers and retain existing ones. Your company and your organization
should assess customer satisfaction and market share, in addition to measuring the profit
that you accrue from each customer segment. You know, however, in information devel-
opment that mere measurements are not enough. You need to be proactive in ensuring
that you provide your customers with value in return for their investment. 

In information development, you attempt to add value by providing information that
will assist your customers in using your products quickly and effectively. You help them
to get started through accurate and usable installation and configuration instructions, and
you help them perform tasks easily and efficiently by providing the right information at
the right time. You can also use innovative methods of delivering information to your 
customers electronically so that you can update it as needed. You may even continue to
support traditional paper-based publications. You embed information in the products
themselves, provide built-in training opportunities, and even work to make the products
more intuitive. 

Kaplan and Norton once again ask you to consider how to measure your contributions
to meeting customer needs. They ask you to focus on timeliness, quality, and price. In
information-development terms, timeliness equals finding ways of delivering information
at the time it is needed and quality equals accuracy, accessibility, and usefulness. Price
should be measured, not by the price per page of document development but by the cost-
savings that come with assisting customers in reducing the cost of implementation and
maintenance of your products in their environment. 

Information-development managers actively seek out customer measurements of per-
formance, but you would be well advised to consider studying the cost of implementation
and use. If a product comes with excellent information resources, customers get started
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more quickly, require less training, make fewer mistakes, and experience less downtime.
Each of these measures leads to a lower cost per unit and increased customer profitability.
Real measures like these can be extracted through customer research more easily than we
can demonstrate that excellent information products generate additional sales. 

Internal business process perspective
Perhaps the most exciting aspect of the Balanced Scorecard is the emphasis Kaplan and
Norton place on innovating new processes to meet identified financial and customer
needs rather than improving existing processes. If you begin by understanding what cus-
tomers value about your information products, you have an opportunity to find new
ways to provide information solutions. Although you are under pressure to reduce cycle
time and spending on development efforts, you need to balance these pressures with the
importance of developing innovative information products that effectively respond to
customer needs. Too often in information development, managers and staff argue that
because they have to reduce time to market, they cannot afford to innovate. However, that
conclusion means that you spend time making poor processes more efficient rather than
finding better processes that might result in delivering innovative products to customers. 

To account for a process perspective, you need to identify the critical processes that
you must perform very well if you are to meet the objectives for financial growth and cus-
tomer satisfaction that you have already identified on your Balanced Scorecard. Once you
have identified the critical processes, you need to find ways to measure their success. For
example, if your customers value accurate installation instructions, do you have a way to
measure whether you are producing them? If you are not creating accurate instructions,
do you have a way to measure the effect on your customers? Can you find innovative
ways to improve accuracy without increasing costs dramatically? 

Learning and growth perspective
If you want to implement innovative processes and better meet customer information
needs, you need the right mix of employee skills. To achieve the right mix implies that
you provide employees with opportunities to learn and grow within the context of the
organization’s strategic vision. Traditionally, you may have measured success by evaluat-
ing employee retention, satisfaction, and productivity. You have learned that employee
satisfaction drives retention and may drive productivity. However, you must be careful to
ensure that the productivity is going in the right direction. As you know, employees can
be very productive producing the wrong product. 

The Balanced Scorecard asks that you evaluate how effective your employees are in
directing their learning and growth toward organizational goals. For example, if you want
to develop information products that better meet customer needs, you need to put in
place new processes, like customer-needs analyses. To do so means that you need employ-
ees who can perform customer-needs analyses and use the results to create new and
improved information products. Cadence Design implemented just such a program a few
years ago and measured its success by tracking the number of employees who had not
only successfully completed training in needs analysis but had also actually completed a
customer site visit. 
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Too often, learning opportunities (seminars and conferences) are simply viewed as
perks without a real connection to results. If you institute a Balanced Scorecard, you are
obligated to demonstrate how learning has resulted in growth, how growth has led to
new processes, and how new processes have led to improved customer measures of satis-
faction with information products. 

Outcome measures are not enough
As you plan your Balanced Scorecard, remember that measuring outcomes is not suffi-
cient to evaluate the success of your new business strategy. Outcomes are often too late.
As lagging indicators, they tell us only what went right or wrong. They give us no tools to
judge current performance or ways to predict the future. Every Balanced Scorecard must
include, indeed focus on, the leading indicators that drive performance. You must take
time to decide what change will look like as it happens. Will you see more staff members
engaged in innovative information design? Will a significant percentage of your staff visit
customer sites and learn about their real information-use patterns? Will you find more
staff anxious to change what they write and how they deliver information? Such evidence
is the proof you need to show that your attempts to institute new processes and engage in
strategic learning have paid off. 

The Balanced Scorecard is a great tool for information-development managers. By
implementing a Balanced Scorecard, you demonstrate how closely your organization is
aligned to the goals of your corporation and how the actions of your team make the com-
pany more successful and profitable.

Example of a Balanced Scorecard
I prepared a Balanced Scorecard for The Center for Information-Development
Management (CIDM). The purpose was to show how improvements in one quadrant lead
to results in the other quadrants:

✔ Investing in employee learning leads to service quality improvements

✔ Better service quality leads to high customer satisfaction

✔ Higher customer satisfaction leads to increased customer loyalty

✔ Increased customer loyalty generates increased revenues and profit margins

As managers recognize, tangible assets are easy to value. They know the cost of build-
ings, furniture, and tools. Financial results are also somewhat easy to measure. Managers
calculate profit by knowing the difference between revenues and costs. Intangible assets,
such as investments in experienced, well-trained staff and excellent processes, are harder
to measure, although they can provide significant long-term competitive advantages.

In creating the Balanced Scorecard for the CIDM, I began with a vision statement:

The CIDM exists to increase the actual and perceived value of our members and their organizations to the larger
organizations in which they operate.
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Then I evaluated the four perspectives with regards to this vision. What follows are the
four perspectives as they relate to the CIDM.

✔ Financial perspective. We need sufficient revenues to support our current activi-
ties and add new activities so that we can increase the value of the CIDM to our
members.

✔ Customer perspective. If members are satisfied with the value provided by the
CIDM, they will maintain their memberships, recommend membership to new
members, and sponsor CIDM research and reporting activities.

✔ Process perspective. We must develop processes to deliver value to members in a
cost-effective manner, including research into best practices, communication of
business-critical information, education for superior performance, and community
development.

✔ Learning and growth perspective. Our staff and associates must exhibit expertise
in CIDM processes and understand how their actions in response to member
needs directly influence customer satisfaction and financial success.

Based on this analysis of the four perspectives on the organizational goals, I created a
series of targets for CIDM to meet in the coming year:

Perspective Objective Measure

Financial Increase the revenue from memberships % revenue increase
Increase the number of members % retention of members
Increase participation in benchmark studies % membership increase
and sponsorship # of new sponsored benchmark projects

Customer Build strong level of member satisfaction # of members satisfied or highly satisfied
with services # of members attending the BP conference
Increase member participation in all programs # of endorsements and testimonials
Strong expression of CIDM value to non-members

Internal Work to involve CIDM members in CIDM activities # of projects
Business Increase member contact # of reports
Process Invite nonmembers to participate in CIDM activities # of member contacts

as potential members # of potential member contacts
% of members contributing

Learning and Develop a training program # of staff completing training
Growth Implement new tools and technologies # of new tools researched

Evaluation of staff concern with members # of new technologies learned
and potential members Employee survey of awareness of

member needs
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The measurements ensure that we have a method of regularly reviewing our objectives
throughout the year to ensure that we are making the progress we expect.

Summary
In evaluating your strategic portfolio, you need to make decisions about the viability of
your projects and their alignment with corporate strategies. Then you can use your deci-
sions to create a Balanced Scorecard to evaluate the ongoing success of your initiatives.
Remember that financial measures are only part of the picture. You need to include mea-
sures of increased customer satisfaction, improved processes, and enhanced opportunities
for learning and growth among your staff. 

By focusing on strategy and managing your portfolio of projects effectively, you will
increase the value of your operations and the value of your information products to the
customer. As you plan your strategy, consider the following:

✔ Account for all the projects in your portfolio in business terms. 

✔ Evaluate the projects to ensure that you understand their business value and
determine how your team can best support that business value.

✔ Prioritize each project according to the number and type of resources you should
devote to that project. High-priority topics get the highest investment of resources
and the most appropriate resource to handle the design and development of infor-
mation products.

✔ Develop your strategic plan, with a vision of the future and an outline of the activ-
ities you will pursue to achieve the vision.

✔ Turn your strategic plan into a Balanced Scorecard, which illustrates the relation-
ship of people and process to customers and finances.

✔ Determine a set of measurements you will use to determine the success of your
strategic plan and to maintain your focus on its achievement. 

No doubt, you will encounter resistance to strategic management of your portfolio. You
will be tempted to give in to the demands of the most argumentative business leaders that
their project rise to the top of the priority list. Ensure that you have a strong executive
sponsor at your back to help you drive your business case for portfolio management.
Work closely with your staff so that they understand the vision and the day-to-day deci-
sions that will help your organization remain focused on achieving your goals.
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“Our resources are limited. What gets the top priority?”
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Managing an
Information-
Development
Budget

In an empowered organization, people are free to make mis-
takes and equally free to fix them. Managers have side discre-
tion in making decisions; as a result, they can obtain resources
more quickly . . . without having to document [them] quite so
elaborately.

—Jeremy Hope and Robin Fraser1

One of the key characteristics that is researched in an
Information Process Maturity (IPMM) assessment is budget.
The more managers know about their budgets, the more likely
they are to be at higher levels on the process maturity scale. In
the IPMM assessment, I am interested in learning how an orga-
nization is funded and how well the managers understand the
budgeting process in their companies. The questions in the
IPMM survey focus on the degree of responsibility and control
that the information-development manager has over the organi-
zation’s budget. 

107

Chapter 4

1 Jeremy Hope and Robin Fraser, “Who Needs Budgets?” Harvard Business Review,
February 2003.
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The questionnaire asks the following questions about the budget:

✔ Do you have control over the budget for your information-development 
organization?

✔ Do you prepare your budget estimates and proposals based on an estimated
workload for the coming year?

✔ Is your information-development budget controlled elsewhere in the organization?

✔ Are you assigned a headcount (number of staff) but have no information about
your organization’s budget?

✔ Are you able to successfully request additions to the budget if the workload
increases during the year?

✔ Do you estimate the cost of each project as part of your budget request?

✔ Do you track project costs so that you know accurately the actual cost of 
each project? 

✔ Do you include external costs in your project budget, such as printing, localization
and translation, graphics, multiple media, and so on?

✔ Does your budget include funding for training and professional development for
the staff?

✔ Can your budget include funding for capital equipment purchases such as new
content management tools?

In response to these and other questions, I find that organizations have widely differing
approaches to budgets and budgetary controls, all with different effects on the manage-
ment environment. Each funding method presents challenges. Each has a positive and a
negative side. As a manager, you may have inherited a funding method from a previous
management or the funding may be the standard approach used in your company. You
may find that your current approach works well and provides you with the resources you
need to do the job. Or, you may decide that your current approach makes you accountable
for getting the work done but removes any means you might have to influence how the
work gets done. 

Funding methods are only one part of the financial picture. In the Balanced Scorecard,
you must establish links between the work done by your organization and the overall rev-
enue and profit objectives of the larger organization. Defining how your work is related
to the company’s financial goals may be difficult, especially if you do not directly earn
revenue for your activities.

If you are operating a profit center, you are quite clearly contributing to revenue genera-
tion. Managers who have responsibility for delivering training to customers generate train-
ing revenue to offset the cost of delivery (trainers, facilities, expenses) and, in some cases,
the cost of training development. If the training provides value to the customer for the
price, the revenues should offset the costs and produce a percentage of profit. In rare cases,
information developers manage a profit center by selling copies of product documentation
directly to customers or through distributors. In one case, a department generated revenue
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for information development by selling its database of product information and the con-
tent management system they had developed. Customers purchased the content manage-
ment tools and the source content. They could use the tools to customize the source content
for their own needs and add their own information to the repository. The department gen-
erated about $8 million in revenue in its first year by selling information and training
clients to manage it.

In most cases, however, managers of information development operate a cost center
that is budgeted as part of product development, marketing, or services. A cost center
does not generate revenue. As a cost center, information development is usually viewed
as part of product development, marketing, or customer assistance. The costs of develop-
ing content are factored into the cost of developing the total product or the cost of selling,
maintaining, and supporting the product through its life cycle. If your information-
development organization supports internal policies and procedures development, pro-
duces business communications, or supports other internal information needs, your costs
may be factored into the operations budgets of those business areas.

As a cost center, your responsibility to the financial well-being of your organization
comes by increasing the efficiency and productivity of your staff. Instead of representing
the direct revenue-generating activities of information-product sales or training delivery,
your work is factored into the cost of doing business or the cost of goods sold. As such,
your responsibility is to keep those costs as low as possible without jeopardizing customer
satisfaction.

In Chapter 6: Developing Relationships with Customers and Stakeholders, you learn
about ways of understanding customer needs so that you deliver what is needed rather
than what is not needed. In Chapter 7: Developing User Scenarios, you consider ways to
optimize operations and increase the productivity of your organization so that it is increas-
ingly cost-effective. In this chapter, the focus is on understanding your costs thoroughly so
that you can manage them more effectively and demonstrate the effect of your activities
on the success of the larger organization.

Best Practices in Budget Management
As the products you support move through the technology adoption life cycle, you need
to respond by managing your information-product portfolio in relationship to corporate
business goals. As products succeed in crossing the chasm and moving into the early and
late majority markets, you must change your approach from supporting product develop-
ers and early adopters to supporting customers who expect new products to be easy to
adopt and implement. If the information developers have been content to describe prod-
uct features and support convoluted product interfaces, you must change their behaviors
or develop a staff that is increasingly customer focused. To manage information strategi-
cally, you need to understand why your organization is funded the way it is and how
budget decisions are made. To respond to changing requirements from internal and exter-
nal customers and from new technologies, you need to know how to establish a sound
financial business case, calculate a realistic return on investment, and know how to make
requests for additional funding or move monies among budget line items that are under
your control. Without an understanding of where you stand in the corporate budgeting
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process, you are often working in the dark with little or no opportunity to influence the
decisions being made for you.

Consider the following best practices for managing the cost of the services you provide:

✔ Understanding the costs of operating your organization

✔ Managing your organization’s budget 

The services you provide include the costs of developing information products and
preparing them for delivery to customers. Those fundamental costs of the information-
development life cycle usually begin with the internal costs of staff, equipment, and infra-
structure and the external costs of localization and translation, printing, distribution, and
other external budget items. Your services also include the cost of maintaining the com-
petitive capabilities of your staff through training and professional development and
investing in strategic projects that you believe will lead to productivity gains or added
value to the products you deliver to customers. All of these services must be funded suffi-
ciently to be viable but at a level that is competitive with other ways of producing the
same outcomes, be those information outsourcing or moving information development
into engineering, services, field operations, or elsewhere in the organization.

Best Practice—Understanding your operating costs
Unless you know what it costs to run your organization and to conduct your pro-
jects, you may find it difficult to ensure that your operations are cost-effective.
Competition from lower-cost providers may threaten your team as the inhouse

incumbents. You may be told to lower your costs without knowing what your costs are.
Or, by understanding your operational costs, you may be in a position to demonstrate the
wisdom of your operations decisions. For example, one manager faced pressure from
senior management to outsource his printing operation. Only after he demonstrated that
his operation was less expensive than the outsource vendors’ was he able to keep his
printing operation inhouse and control costs over the long term.

The starting point of understanding your operating costs is with your staff. Staff costs
are most likely your highest cost resources. Base staff costs are generally a combination of
salary and benefits (company tax contributions, healthcare, savings or pension programs,
and others). You should be able to learn the costs of benefits as a percentage of salary from
your human resources organization. In most companies, the benefit costs are approxi-
mately 30% of salary. If you don’t know individual salaries, you can use an average salary
plus 30% as a good estimation of people costs.

In some organizations, the total per-employee costs include the cost of the infrastruc-
ture, often referred to as fully burdened costs. Infrastructure costs may include such items
as computer and other equipment, furniture, telephones, even the cost of the building,
heat, air conditioning, and electricity may be factored into the total costs of running your
organization. In most high-tech companies, these additional costs plus benefits are calcu-
lated to be two or two and a half times the cost of salary. In manufacturing companies,
the fully burdened costs may be higher, accounting for the higher costs of operating man-
ufacturing plants. To find out what your fully burdened multiplier is, consult with your
finance organization. 
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For example, if your average salary costs per employee are $60,000 per year, the total
cost of operations or the fully burdened employee costs are likely to be $120,000 to
$150,000 per year (two or two and a half times the cost of salaries). Thus, a 10-person
department will have an average budget between $1.2 and $1.5 million. To the cost of a
fully burdened cost per employee, you must add what you pay to outside vendors and
sometimes the costs of outside activities such as conference registrations, workshop fees,
and travel.

These calculations added together constitute the full cost of your operations:

✔ Employee salaries and benefits

✔ Infrastructure costs of the department

✔ Costs contracted with outside vendors

✔ Costs of outside expenses for professional development

Adding these costs gives you the total operational costs of your department.

Comparing your costs with other parts of the organization
In some organizations, you may want to compare your estimate of total costs with the
costs of other parts of the organization. Some information-development managers find
that their allocations of budget are determined as a percentage of other budgets, particu-
larly budget for product development. In benchmark studies of budget practices, I have
found allocations that range from 2% to 25% of product-development budgets. 

The percentages are often arbitrary, based upon a judgment of about the value of infor-
mation development to the product. The percentage budget you are awarded may be
based upon a real or imagined comparison with competitors. Some industries, such as
telecommunications, may have a standard for information development that is widely
accepted as adequate and competitive. 

Your budget might also be expressed as a ratio of headcount in product development
to headcount in information development. Some organizations decide that they should
have one information developer for every three, seven, ten, or fifty product developers.
In our benchmark studies of these ratios, I find that seven to one is a fairly common
ratio in software-related organizations, and a higher ratio is common in hardware-related
organizations. 

In general, however, I find little logic in determining these percentages or ratios. They
are most likely to be determined by the value those who control the budgets place on
information development. If information is considered vital to the usability of the prod-
uct, it is awarded a higher percentage of development costs or has a lower ratio of product
to information developers than if it is considered a necessary evil.

Although you may not have direct knowledge of the cost of product-development in
your organization, you should be able to calculate it by knowing the number of people
involved and estimating a fully burdened cost per person. The supposed direct correlation
between the costs of product and information development are demonstrated when prod-
uct development costs are reduced by moving them to low-cost, developing economies
around the world. When product development moves offshore, information development
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is pressured to follow, not because the quality of work is better offshore, but because
information development is now perceived as too expensive because it has increased as
a percentage of product-development costs.

Estimating project costs
Once you know or estimate your total organizational costs, you can estimate the cost of
your individual projects if you have some idea of who worked on each project and how
much time they spent. If your staff records the amount of time they spend on each project,
you have a tool to estimate total project costs and you will know how much of your bud-
get goes to overhead. Overhead costs include the time not associated with projects. 

Organizations that bill back project time to the product teams calculate the project costs
based on the number of people assigned and their total time multiplied by the average
hourly rate (referred to as the run rate) of the staff. A fully burdened cost of $120,000
divided by approximately 2,000 hours per year equals $60 per hour. Using this run rate, a
full-time project for one person for six months will cost $60,000. Any time not assigned to
projects is considered overhead, representing time spent on company- or department-
centric activities. You might include general meetings, special projects, and even vacation
and personal time as part of the overhead of your organization. Because overhead increases
in the run rate, staff are often under great pressure in some organizations to minimize the
time not spent directly on project work. As a result, you often are asked to reduce the
amount of time spent on innovation, professional growth, or special projects, often to
the detriment of the long-term effectiveness of your organization.

You will find details on estimating project time and costs in Part 3. 

Benchmarking project costs
When you know what your organization and the activities you support actually cost, you
can benchmark with others in your industry. You can also research the costs of organiza-
tions you consider best in class. 

Best Practice—Managing your operating budget
In working with information-development managers involved in IPMM assess-
ments and other benchmark activities, we find a wide variety of budgeting mech-
anisms in place. Each method provides advantages to the organization as well as

disadvantages.
The budget or funding alternatives range are usually associated with one of the follow-

ing mechanisms: 

✔ No budget

✔ Budgeting by project

✔ Budgeting as general administration 

✔ Budgeting by taxation
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Considering the “no budget” organization
At the most basic level, information developers are part of another organization’s budget,
typically product development, marketing, or customer service. They have no separate
budget line and may have no information at all about the budget for their activities. In
many cases, the information developers have no manager of their own but report directly
to the product manager, project manager, or a more senior manager of the business unit. 

If the “no budget” information developers have a manager, that individual provides
leadership for the information developers, handles performance evaluations, manages the
project portfolio, and manages any initiatives that the team members are able to pursue.
In this case, the manager has no visibility into the budget for information development.
Requests for funding that are not covered by the people costs of the standard headcount
are controlled by a business unit or other senior manager. Requests for monies for train-
ing, professional development activities, conferences, equipment, or tools are all funneled
through the people who do have budgetary control. 

This basic approach to funding information development may prove quite satisfactory,
as long as those who control the budget are supportive of the needs of information devel-
opment. I know of managers who are happy with their level of support because the peo-
ple to whom they report are willing to provide funds for training, conference attendance,
publications, equipment, and new tools, as appropriate. Although they don’t control the
budget themselves, their requests for funding outside of basic headcount are respected
and considered seriously.

In other situations, the basic approach is unsatisfactory, primarily because those who
control the budgets do not believe that information development is a professional activity.
They assign headcount but provide no other funding. They are often unresponsive to
requests for additional headcount based upon projected workload. As a manager under
such circumstances, your need for additional staff goes unheeded. You are told to simply
make do with the people you have and try to get the work done anyway. You may
attempt to prioritize the work, as discussed in Chapter 3 on the Balanced Scorecard, but
more often you simply leave out many of the process steps that would help to ensure the
usefulness and quality of your information products. It’s not that the manager and infor-
mation developers in these circumstances want to produce less effective information
products, it’s that they have no choice and do the best they can.

“No budget” situations are probably most suited to reasonably small organizations of
10 or fewer information developers. With larger organizations, the lack of predictable
funding will become frustrating. If the management is seriously unsupportive, a larger
organization will have trouble remaining intact for very long. It is more likely to operate
at a Level 1: Ad-hoc of process maturity.

Budgeting by headcount
Budgeting by headcount alone may feel quite similar to the “no budget” organization.
However, in this case, the information-development manager does estimate the work to be
done in a fiscal year or quarter. The manager gathers information from the product or ser-
vice groups that the team supports and catalogs the list of deliverables for the next version
of the product or the policies and procedures. From the list of deliverables, the manager
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produces an estimate of the work to be done in the budget year. This estimate may be
quantitative, based upon tracking actual projects, or it may be guesswork based on the
assumption that the existing staff should be able to handle the predicted workload.

Increases in headcount for direct employees are often difficult to get approved.
Management is reluctant to add to the number of people because adding people obligates
them to additional costs for healthcare, savings plans, and various forms of insurance and
other benefits for a longer term. Instead, management is more likely to support adding
people as contractors employed through outsource agencies. The cost of contractors
appears on a different part of the profit and loss statement from the cost of direct employ-
ees and often does not attract the attention from the stock analysts that adding additional
permanent headcount might attract. 

In most countries, adding and eliminating contractors is much simpler than adding
and laying off employees. In countries with strong employment laws, companies are more
likely to add additional budget for contractors than direct employees because they find it
nearly impossible to layoff or fire an employee who is not performing adequately. 

Managers are also able to protect their investment in long-term employees by adding
contractors to handle peak periods of work. One manager I worked with always main-
tained her full-time staff at 80% of her work volume, using the 20% contract work as a
buffer in the event that her budget was severely cut. 

The same is true for adding contractors in offshore, low-cost areas. At present, North
American and Western European companies are most likely to add contractor headcount
outside of their primary locations because the costs are as low as 20% of their employment
costs at home. If the staff is added through a contract agency, the costs are handled in the
same way as domestic contracting costs. 

Companies are also solidly advancing the cause of hiring direct employees in low-cost,
offshore areas. Information-development managers inform me that they can significantly
decrease their run rates (the overall cost per hour of work or the cost of goods produced)
if they can employ part of their staff at a fraction of the cost of the employees in North
America or Western Europe.

To meet their budget requirements, managers look for either less expensive employees,
including offshore direct employees or contractors, domestic contract employees, or
even interns hired locally. All help to reduce the average cost of the work done in the
organization. 

If you are managing and budgeting by headcount, finding ways to reduce the average
cost of each “head” may keep your organization’s expenses low and reduce the risk of 
losing your most experienced staff members.

Budgeting by projects
Budgeting by estimating the cost of each project is perhaps the most common method used
to fund information development. The budget year begins with a list of potential projects
and an estimate of their scope in terms of numbers and types of deliverables. The sources
of this project list are usually the product or project managers in the larger organization.
In well-organized, more mature organizations, the lists of projects at the beginning of the
budget year may be reasonably accurate. The information-development manager has a
fairly good idea of what projects will be on his or her plate. In less mature organizations,
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the list of projects is often inaccurate and likely to change frequently, making the budgeting
process an exercise in futility.

As an information-development manager, you check with product and project man-
agers to get their estimates of future work, discuss the estimates with your own senior
manager, look at your budget from the previous year as a starting point, and inquire with
other knowledgeable individuals in service, training, support, and marketing to fill in the
gaps in the picture. Out of this research comes your list of expected work and enough
information, albeit incomplete in most instances, of the scope of work as it affects your
department. 

Based on all the data, you and your staff produce detailed estimates of the project costs,
including

✔ Hours to plan the details of the various projects

✔ Hours to complete the deliverables through the multiple drafts

✔ Costs of production of the final deliverables (print, CD-ROM, and so on)

✔ Costs of localization and translation in multiple languages

To the estimate of time, you apply your average “run rate,” which is the hourly rate
you will charge for people time in your organization. The run rate includes the cost of
running your organization, including costs for general administration and benefits, infra-
structure, training, professional development, and anything that you do to have a produc-
tive and responsive organization. Your estimates of the costs of the projects are likely to be
a starting point, open to negotiation before the budget is complete. You will find complete
information on estimating project costs in Part 3.

You will find, of course, that the departments that must pay the costs of your projects
want to ensure that they are getting the value they expect. They may negotiate for less
expensive deliverables or a lower cost per hour. They may claim to be open to decreasing
the quality of the work delivered, although this claim is often abandoned once they get
to review the more simple deliverables. One manager tells me that the product teams
chose instructor-led training rather than the e-learning preferred by customers because
developing instructor-led training is less expensive. However, she is also responsible for
operating the training facilities and providing for the training logistics to conduct classes,
all of which increases her hourly cost per employee. She works hard to inform the internal
customers that choosing the less acceptable option may have repercussions in terms of
customer satisfaction. 

When your department budget is funded by an internal customer organization, you are
open to competition from lower-cost providers. Product managers may argue that they
can contract with outsource companies to do their work at lower cost than you can do it.
The outsource companies do not have to support your higher staff and infrastructure
costs, but they are unlikely to have the access to the developers or to the product, increas-
ing the costs of managing their work. Your responsibility is to explain the real costs of
using outsource suppliers, especially the cost of managing those suppliers by the product-
development organization. You are also responsible for remaining as competitive as possi-
ble by exploring your own budget options. Implementing process and tools efficiencies,
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hiring contractors to supplement direct staff, developing offshore resources under your
control, introducing efficiency-building technology, and pursuing minimalism, among
other possibilities, can help you remain competitive. 

Even more importantly, you must consider the value your stable staff provides in
knowledge of the product and of the customers. The more your information developers
become experts in the product and experts in the customer, the greater your competitive
advantage in the larger organization.

If you are managing by project, you are, in effect, operating an internal contract and con-
sulting agency. You are being paid for the work done, after negotiations with your internal
customers. As a result, you are not required to prioritize your projects. That prioritization is
under the control of your customers. If they choose to pay for low-priority work, you may
not have an opportunity to argue that your resources would be put to better use elsewhere.
However, the lack of prioritization encourages inefficiencies. You are often under less pres-
sure to find better, more efficient ways of working than if you were budgeting by a fixed
headcount or an overall departmental budget.

With project budgeting, the pressure to prioritize and look at the value being produced
by increasingly limited resources is often on you rather than on the various business units
who are your customers. As a central services organization, supplying products to these
internal customers, you may find it advantageous to strongly recommend careful examina-
tion of priorities. In many companies, budgets for product development may be set inde-
pendent of corporate goals and objectives. Projects are funded by politics rather than by
sound analysis. As a result, you may obtain funding for a project that is unnecessary or
overly expensive. The project wastes resources that could be better allocated elsewhere to
meet corporate objectives. Unless you have a higher level of management that you can rea-
son with to allow you to set priorities, you may become frustrated at the project-oriented
budgeting process.

Product managers may ask for the least expensive solutions from information develop-
ment, even when these solutions risk frustrating customers or increasing costs elsewhere.
A poor information solution is likely, for example, to increase the cost of customer service
or make maintenance and repair more difficult and time-consuming than it needs to be.
As long as product managers are not responsible for the overall well-being of the com-
pany and its customers, you will be asked to develop information products that are less
than optimal. The product or business unit managers who are your internal customers are
more focused on their own budgets and performance bonuses than they are on the wel-
fare of the corporation or the customer. 

I believe that many information-development managers are actually very good at
assessing the customer requirements or seeking alignment with corporate objectives. They
often find themselves in the frustrating position of having to produce information prod-
ucts that customers find unusable or unsuitable to the tasks they have to perform because
they are viewed as “less expensive” than a better solution.

If you experience this level of frustration, you may want to consider a move toward
departmental funding rather than project funding, or some combination of the two. This
more equitable solution has its own shortcomings but may provide you with opportuni-
ties for better decision making and control of the outcome.
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Budgeting by department
At the other end of the budget control spectrum is the information-development manager
who has full control of the budget and the support of senior management for a strategic
approach to information development. It’s likely that a manager with this degree of con-
trol, accountability, and responsibility has a Level 3 or higher organization on the process
maturity scale.

If you have a budget for your organization independent of the projects you undertake,
you are usually responsible for developing a budget proposal for the coming year, based
at least in part on your estimates of the coming workload plus the additional costs you
support and the activities you hope to pursue. Because it is often the case that you work
for a larger organization that is more mature, you are likely to have a more predictable
workload, based on better project estimates from the parts of the organization you work
with (product development, customer service, training, and so on). Your budget proposal
may include the cost of permanent and temporary staff, professional development, print-
ing and distribution, localization and translation, and everything else under your control.

You may talk to product managers and others responsible for projects in the larger
organization to paint a picture of the future, although your success in doing so depends
upon their predictions. You may also have an allocated headcount for permanent staff
plus a budget for contractors who are not counted as staff and receive fewer benefits, thus
costing less. 

In most cases, you will experience a great deal of negotiation before your final annual
budget is fixed. Your management may concede that you should maintain the same budget
levels as the previous year, especially if your workload will be much the same. You may
receive a budget increase to cover increased staff costs from higher salaries or changes in
benefits. Or, you may be asked to reduce your budget by a certain percentage, leaving you
to work out the details.

Annual budgets usually are assigned specific monies by line item. The total budget is
the sum of the line items. With an annual line-item budget, you may have complete con-
trol over the line items, enabling you to shift monies from one item to another, depending
upon changes that occur during the year. You may, for example, be able to use unfilled
permanent staff positions to hire more contractors. You may be able to shift training
monies to tools acquisition or vice versa. 

In other organizations, you may be required to stay within your line-item budgets and
ask for approval before you are able to shift funds from one item to another. In either case,
your control of a total budget allows you to set priorities and make decisions about what
you can and cannot afford. You may want to invest in technology innovations, shifting
funds from other budget areas to allow you to pursue an innovation that will reduce
process costs or reduce the cost of external expenses like the cost of translation. 

Prioritization may extend to the projects for which you are responsible. You may find that
some projects demand a higher investment of staff and resources than others. You may have
a project in your portfolio that is important to the future prospects of your company, such as
a new high-potential product or a high-profile customer. You may decide to allocate more
staff to this project than to others that are in maintenance. Your flexibility with regard to
budget allocations allows you to make decisions that are aligned with corporate goals and
objectives and benefit the larger organization rather than each project individually.
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Responsibility for your organization’s budget also aligns your position as a middle
manager with other middle managers with budgetary control. Although it increases your
level of responsibility, a budget also increases your accountability and makes your opera-
tion much more visible in the larger organization. If you’re not carefully managing your
money, you are increasingly at risk for outsourcing or other management decisions to
bring your costs in line.

Business unit or project managers often prefer budgeting by project because they can
clearly associate the products they are getting from your organization with their costs.
They generally ask that certain individuals be assigned to their projects for the long term,
helping to build product knowledge and personal relationships between information and
product developers that make projects go more smoothly. 

However, these same managers are always tempted to remove their projects from the
general services group and establish their own internal information-development teams.
In this way, they have complete control over the people working on their projects and
their cost allocations show up on their profit and loss statements. Unfortunately, such
fragmentation usually increases costs. In a central organization, you may be able to use
your resources more efficiently by spreading their work over several projects. You are able
to develop services such as graphics, production, and translation coordination by sharing
costs across all your internal customers. Shared services are less expensive than if each
department had to pay the total costs of these services themselves.

Department budgets by taxation
Budgets that are handled by taxation are often the least viable and short-lived in informa-
tion-development organizations. In this case, each business unit or other organizations for
which your team develops information products must pay an allocation to support your
department. I have found that business unit managers often vigorously oppose this bud-
get method because they believe they do not have enough control on how their monies
are allocated. They are suspicious that you are using their money for someone else’s
work. They want to be certain that they get resources allocated to their work commensu-
rate with the amount of money they pay for the upkeep of the information-development
organization.

In many cases, the departments that are budgeted by taxation find themselves broken
up, with staff resources moving to the customer departments. Of course, the cost of the
staff resources is generally higher than the costs of maintaining a central organization
which can spread costs across many common services. 

Many managers tell me that they have great difficulty getting additional headcount
allocations, or even getting additional contract help, if they have budgets by taxation. One
large company decided on their own to break up their department into one for each major
business unit because of headcount problems. The total number of information develop-
ers in the corporation increased fourfold after the large, central department was distrib-
uted among the business units. The business unit managers were willing to fund the
additional resources needed to produce information products as long as they knew that
the resources weren’t going to another part of the organization.
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Using budgets to encourage prioritization
One of your strongest assets in encouraging prioritization and focus on the customer is your
department’s budget. If you understand the market placement of each product you support,
as discussed in Chapter 5 on the technology adoption life cycle, you will be able to develop
a business case for proper prioritization. You may want to make highly skilled staff mem-
bers responsible for highly visible and successful innovations. You may want to use a con-
tract agency to handle maintenance on projects that are not changing very much. You may
want to investigate adding a low-cost team for products being developed offshore. 

As long as you are well-informed about customer needs for information, you can guide
the decisions about where to best place limited resources. As a knowledgeable consultant
to your internal customers, you are able to explain why resources are best allocated
unevenly across projects. You have the ability to analyze each project that comes your
way and decide if it is worth investing in. 

As you no doubt recognize, many of the projects you are asked to do are not worth the
investment in time, money, and people. They may be inappropriate for the customers, too
costly to develop and maintain, or difficult to deliver effectively. As a professional man-
ager, you want to be responsible for the work your team decides to take on, as well as
accountable for meeting deadlines. 

The rest of the chapters in Part 2 provide you with many possibilities for increasing
your effectiveness by working more closely with customers, achieving operational effi-
ciencies, developing metrics, and pursuing innovation. Each of the chapters is directly
affected by your control over how your organization is funded. 

Summary
Some management experts argue that budgets as we know them today should be abol-
ished. They believe that the traditional methods used to allocate budgets and control per-
formance around budgets is not only outdated but seriously detrimental to the health of
the enterprise. Much time is wasted scrutinizing trivial budget details, like overspending
this quarter’s telephone allotment. 

The result of corporate budgeting practices is manipulation to ensure that performance
standards are met, often by unethical behavior, as we have seen by the rash of indictments
of corporate leaders in recent years. 

The alternatives to budgets are determined to make staff members more sensitive to
customers and internal efficiencies. Departments are judged not by making their budgets
or coming in under budget but by how effective they are compared to their peers in
world-class organizations.

As you struggle with your own budget requirements or if you have an organization
that operates without departmental budgets, you can still choose to follow the ethical
high ground. 

✔ You can make decisions that are aligned with corporate objectives and customer
requirements.

✔ You can make the reasoning behind your decisions clear to your internal customers.
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✔ You can pursue innovations with your staff that add value to your information
products and increase the value you deliver to your external customers.

✔ You can establish performance objectives for your entire organization with the
agreement of your management that ensures that you are both efficient and 
effective. 

In the analysis of budget methods in this chapter, you should recognize that there are
positives and negatives to each method. You may have inherited a method that fits your
needs very well, with a senior management that recognizes your commitment to efficien-
cies and effectiveness. You may have inherited a budget method that makes it difficult for
your team to do its best work, wasting time on activities that add little value and are con-
trolled seemingly by whim and personal opinion. 

Budget responsibility, being able to work with senior management to decide how to
best use your resources, is a key characteristic of a mature organization and an astute
manager. It doesn’t matter if you budget by project, by headcount, or even if you have no
budget at all. As long as you know how your resources are being allocated and you allo-
cate them effectively, you can keep your organization attuned to the Balanced Scorecard
you have established. 

Budgets or other funding sources must first give you an opportunity to grow the pro-
fessionalism of your staff. You need to pursue innovations with them, through training
and professional development. With a skilled and effective staff, you can improve your
operational efficiencies, reducing the pressure on your budget for activities that contribute
little to your overall performance. You can use operational efficiencies to gain time to
become expert not only in the product but also in the needs of your external customers.
By promoting their ability to learn about your company’s products and services quickly
and easily and to not use less of the product functionality, you have the capability of
increasing customer satisfaction and product sales. Eventually, by running your organiza-
tion well and spending time with customers, you hope to influence the financial success
of the company as well.
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“I think our audience is changing.”

Early
Adopters

Majority
Customers
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Understanding
the Technology
Adoption Life Cycle

Innovators will “. . . forgive ghastly documentation, horren-
dously slow performance, ludicrous omissions in functionality,
and bizarrely obtuse methods of invoking some needed
function—all in the name of moving technology forward.”
Conservatives in the mature market want “. . . the gradual
incorporation into the product of all the little aids that people
develop, often on their own, to help them cope with its
limitations”.

—Geoffrey A. Moore

In his 1991 book, Crossing the Chasm, Geoffrey A. Moore outlines
the stages of the technology adoption life cycle as it applies to
high-tech products. Using the life-cycle model originated by
Everett M. Rogers in his work, Diffusion of Innovations (Free
Press 1995), Moore demonstrates how customers change signifi-
cantly through the life of a successful high-tech product. 

Rogers demonstrated that customers for new, innovative
products can be arranged on a standard bell curve, as shown in
Figure 5-1. The earliest to become interested in a new idea are
called innovators, representing only 2.5% of the potential cus-
tomers. If a new product succeeds in meeting the needs of the
small number of innovators, it may be embraced by the early
adopters. Only later will more conservative customers in the
early and late majority accept a new product, although they rep-
resent a significant part of the market. The fifth category, the
laggards, never accepts the new ideas but can provide useful
information during the life cycle if developers listen to their
objections and criticisms.
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Figure 5-1: The technology adoption life cycle 

Geoffrey Moore added to our understanding of Rogers’ model by asserting that the
move from innovators and early adopters to more mainstream customers is never simple
and frequently is unsuccessful. Instead of a smooth transition, Moore argues for a chasm
between the innovators and early adopters and the majority markets that are ultimately
the most important source of revenue. The chasm exists because the characteristics of a
product that appeal to early risk takers are entirely different than the characteristics of
more conservative customers who will wait until the product begins to be accepted by
their peers.

I recommend that information-development managers read Crossing the Chasm (consult
the most recent edition). Moore provides insights into high-tech marketing strategies that
can assist all of us in better understanding our information and training customers and
in developing our own strategies for knowledge transfer. Moore helps us recognize the
struggle our marketing colleagues are going through to position high-tech products effec-
tively. The better you understand why product managers and marketers think the way
they do and what they are trying to accomplish, the better you are able to contribute to the
success of the products you support.

Moore’s role as a consultant to high-tech businesses has been to demonstrate the flaws in
the traditional approach to marketing high-tech products. Most companies expect, Moore
explains, to move smoothly through the technology adoption life cycle, beginning with
innovators and early adopters and moving to early and late majority purchasers. In fact, the
needs and user profiles of these early adopters are distinctly different from the needs and
user profiles of the conservative majority. Not only are their product needs different; but
their needs for usability, information, training, and support are also distinctly different.

Information products have a significant role to play in all of the markets involved in
the technology adoption life cycle. However, that role changes as a product moves from
early adopters to the majority. Information-development managers must be prepared to
evaluate the position of each product they support in the adoption life cycle, investigate
the needs of the changing users of the product, and redefine the types of information
products required. 
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Best Practices in Managing the
Information–Development Life Cycle
As the products you support move through the technology adoption life cycle, you need
to respond by managing your information-product portfolio in relationship to corporate
business goals. As products succeed in crossing the chasm and moving into the early
majority market, you must change your approach from supporting product developers
and early adopters to supporting customers who expect new products to be easy to adopt.
If the information developers were content to describe product features and support con-
voluted product interfaces in the past, they need to become customer-goals-focused. You
need to pursue an understanding of the customer’s as well as the end user’s agenda in
using the products. You need to concentrate on redesigning the information to support a
task-oriented, minimalist agenda. And, you need to find ways to fund information devel-
opment after the initial flush of new product funding is no longer available.

Consider the following best practices for managing the relationship of information
development to the technology adoption life cycle:

✔ Positioning information development to match life-cycle needs

✔ Funding information development through the life cycle 

The best practices in this chapter provide you with a method of analyzing products,
defining information requirements, and presenting your business case for funding.

Best Practice—Positioning information development to
match the needs of the technology adoption life cycle
The first step in correctly positioning information development to match the

needs of products is to identify where in the technology adoption life cycle each product
in your portfolio is positioned. The second step to understand how the buyers and the
users are changing as a product move along the bell curve of the life cycle. Without under-
standing the changing user community, managers and information developers are more
likely to continue producing the same information long after it is no longer appropriate. 

Innovators and early adopters
At the earliest stages, innovators and early adopters are most interested in the newest
advanced capabilities that innovative products offer them. In most cases, innovator and
early adopter customers are integrally involved in helping a company develop the prod-
uct in the first place. They serve as sources of initial use cases and help define the func-
tionality that will best meet their own needs. They are usually the most technically astute
customers, often requiring minimal support once a product has been installed. 

If you consider these earliest of adopters in terms of their information requirements, you
will often find that innovator and early adopter customers require a subset of information
products. In fact, they may need very few information products at all. In many cases, they
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are best served directly by installation and service professionals who are intimately
involved with the product under development, even to the extent that they may actually
redesign the product during the first few field installations. These advisors, sent to guide
early installations and support these initial customers, may perform many of the installa-
tion and configuration tasks that will later be performed by the customers themselves.

Early stage customers require a special set of information products, often quite differ-
ent from the information you will eventually produce for more mainstream customers.
They want and are often given access to product developers. Product developers see them
as seasoned technical professionals like themselves. When the developers describe in
detail how the product is designed, the innovators and early adopters use these descrip-
tions to understand how they need to implement the product in their environment.

Managing Content for Early Adopters
A scientific equipment company had developed one of the first gas chromatographs, allowing customers to
analyze the chemical contents of a sample. The first model was designed in close cooperation with key early
adopters, most of whom were PhD scientists working in university or government laboratories. The equipment
was designed to meet their specifications. The information they needed focused on the details of how the
equipment functioned and how to configure it to test particular substances. Because the users of the equipment
were highly trained professionals in the field, they rarely used the basic task instructions provided in the product
documentation. They were more interested in the conceptual and background information that gave them
insight into the machine’s characteristics and performance. In more cases, they developed their own protocols
for running tests. 

The most effective sources of information for these early adopters were the product engineers and the experienced
senior service personnel. Many of the developers had the same level of education as the customers and spoke the
same technical language. 

Many of the information developers hired by the company were themselves technical professionals, some
with doctorates in chemistry or biology. They easily understood the information they gathered from the product
developers and also knew the language of the customers. They were successful in developing a large volume
of detailed conceptual information that the customers found valuable.

Unfortunately, the close relationship between product developers and innovators and
early adopters can be counterproductive. Moore’s contribution to our understanding of
these early adopters was to point out that they generally fail to help a product move from
the small niche market to a broader market with greater potential for revenue growth.

Early and late majority
The technology adoption life cycle model indicates that new technologies are first intro-
duced to anxious innovators and early adopters. After they are on board, companies
attempt to use recommendations from these customers to make the transition to the more
hesitant, pragmatic, and conservative members of the early and late majorities markets.
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The customers in these groups represent the greatest potential sales for the products
because they encompass the largest customer base. It is among these majority groups that
the greatest revenues and profits are to be realized, especially as the technologies mature
and the effort expanded on the initial development efforts begins to pay off.

Unfortunately, as Moore demonstrates, the transition looks much easier than it is.
Many technology start-ups fail to get past the early adopters. He calls the transition from
visionaries among the early adopters to the pragmatists of the early majority, “crossing
the chasm.” Too often, companies with great products and exciting new technologies
descend into this chasm, never to re-emerge. The limited niche market among early
adopters is quickly exhausted, making new revenue scarce at the same time that the com-
panies are expending considerable resources to improve the product, add functionality,
and increase sales efforts to attract the early majority.

To overcome the resistance of the early majority to new technology, Moore recom-
mends that companies find a special niche in the market and pursue it single-mindedly.
To succeed, the company needs to present these potential customers with value that meets
their special needs. To meet special needs, Moore advocates the development of a “whole
product” message. Information-development managers can use Moore’s perspective in
Crossing the Chasm to look at the potential information needs of customers. In fact, with
this understanding you may even be able to contribute to the difficult job of crossing
the chasm. 

Innovators are the classic techies who will try a new technology just because it is there.
They have great, almost unanswerable, demands for information about the new technol-
ogy. They do not need task-oriented information because they are likely to try to use the
technology in new and innovative ways, and they are more than likely to learn through
experimentation rather than through following standard procedures. They have enough
experience with new technologies that they can often intuit how to make the technology
work for them with only the interface and some notes from the developers.

It is important to note that innovators are more like developers than they are like main-
stream customers, which is why developers are so comfortable with them. Because devel-
opers understand how innovators are motivated, they know a great deal about the kinds
of information that will be both useful and exciting. As Moore explains, the technology
enthusiasts will “forgive ghastly documentation, horrendously slow performance, ludi-
crous omissions in functionality . . . all in the name of moving technology forward.”

Early adopters are less technically focused than the innovators, but they are patient
with new technologies, willing to spend considerable effort understanding how to apply
them to the complex business challenges. These visionaries need good information to sup-
port their goals, but they are willing to spend time in learning, even if the information is
not complete. Both the innovators and the early adopters are willing to give your technol-
ogy the benefit of the doubt; they want you to succeed.

Not so in the mainstream markets. The early majority are pragmatists; they want good
service, and they want good information and training. Members of the late majority, who
represent one-third of the potential market, are even more skeptical. They are believers
in keeping things the way they have always been, not innovating. They find themselves
trapped into using new technologies. They resent products that are difficult to use, and
they hate it when they can’t find the answers to their questions quickly and easily. They
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especially don’t want to call customer service because they consider most of the people on
the other end of the line to be ignorant about their needs. Members of the late majority
want, even demand, all the job aids, wizards, and performance support aids that they can
get to make their jobs easier.

Managing Content for Majority Customers
When the scientific equipment company decided to “cross the chasm” to a new, larger market for the gas
chromatograph, they first decided to redesign the product by adding functionality important to chemical analysis
labs outside of universities. They also had the foresight to hire my information-design firm to rethink the
information products for the new customers. 

The first activity of the information designers was to conduct a user study of the new customers. It soon became
evident that the people who would be using the equipment were very different from the previous users. Most of
the earlier users were PhD chemists and biologists and their graduate assistants. The people working in the
industrial labs were technicians with minimal scientific education. They were trained to run samples with the
goal of maximum throughput. They had no time and little interest in learning the intricacies of the product’s
design.

The designers recommended that the new information products follow a minimalist approach, focusing on
helping the users run sample quickly and get reliable results. This approach meant minimizing much of the
conceptual and background information found in the previous generations of the documentation and
emphasizing basic task-oriented instructions, accompanied by lots of troubleshooting guidelines. They also
suggested that the company produce a small booklet that described the basics of gas chromatography to help
educate the new customers.

At first, the recommendations generated resistance from the product developers and from some of the
information developers in the company. These individuals felt that a minimalist approach was insulting to the
customers. They also were reluctant to relinquish their own special role as experts in the field. They didn’t want
to be seen catering to the needs of “dumb” users.

In the end, the minimalist recommendation prevailed and the company successfully crossed the chasm with the
product, although more attention had to be given to a redesign of the user interface. Usability studies helped
identify ways to make the tasks simpler to perform rather than relying on the documentation to lead minimally
trained users through actions designed for experts.

The role of information in developing the whole product
Geoffrey Moore is not the first to introduce the concept of the whole product. He is able to
use the whole product concept to reinforce his argument about the importance of adopting a
new perspective on the product in order to cross the chasm. Moore points out that there is
often a gap between the promise that marketing has made to the customer and what the
actual product is able to do. If this gap is to be closed, the generic product must be enhanced
by services and other products “to become the whole product.” The whole product, Moore
illustrates, must include effective documentation, training, and support. The services
included with the whole product must enable the pragmatist and conservative customers
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to gain full value from the product by putting it to use completely in their organizations and
realizing productivity and quality gains.

Information-development managers are all too familiar with the problems of getting
their companies to understand the need for the whole product. Developers prefer listen-
ing to the innovators and early adopters, adding functionality, creating multiple paths to
the same results, making functionality ever more complex to negotiate, and ignoring
usability. Documentation and training often, under these conditions, emphasize what
developers believe to be most important. Marketing is also paying close attention to the
early adopters, who have lots of visionary ideas about what the product ought to be. They
are not especially interested in building the whole product. 

What marketing should do, according to Moore, is focus on the chasm and the problem
of convincing the early majority that the product is safe, effective, and usable. At this
point, a strategy-minded information manager should be participating in the dialog, even
leading it. Information, training, and support hold the keys to success. If the information
manager is not aware of the potential, it is highly likely that the documentation, training,
and support will continue to be focused incorrectly on the early market. There will also be
enormous pressure to reduce costs, especially by cutting documentation, because the
product usually is not generating sufficient revenues to satisfy the venture capitalists or
the stock market analysts. 

Information-development managers must, however, be careful not to fall into their own
information chasm. Communication and training professionals become quite adept at fol-
lowing the lead of the product developers and creating documentation that explains how
the product works. However, the pragmatists and conservatives of the new mainstream
market care a lot less about how the product works and much more about how they can
reduce costs and gain efficiencies by using it effectively in their workplace. To meet the
information needs of the mainstream market, information-development managers must
insist upon going to work for the customer. That means visiting the customers’ workplace,
learning about their productivity issues, understanding their goals, and learning how they
make use of information, training, and support. From this information base, information-
development managers can focus their teams on building value for the majority customer.

Analyzing the products in the technology adoption life cycle
“We can’t afford to spend millions of dollars developing information and training for a
product that never sells beyond the first innovator client. Until a product produces ade-
quate revenue, we will provide only a basic set of technical information in support.” So
argued an information-development manager who applied her considerable business acu-
men to her portfolio management. It took some convincing among senior managers, but
the process of evaluating products helped to deploy resources effectively and reduce
information-development costs.

As a portfolio manager, you need to understand the positioning of each product and
service you support with respect to the technology adoption life cycle:

✔ Meet with each product manager and discuss the technology adoption life cycle. If
the product manager is unfamiliar with Crossing the Chasm, prepare a brief slide
presentation of the main ideas. Discuss your understanding of where the product
is along the bell curve and ask the product manager to agree or disagree.
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✔ Place each of the products your team supports along the bell curve. If possible,
develop a presentation to senior management that describes your analysis and
gain their agreement. You will find that individual product managers may dispute
your positioning of their products, especially if they are in the innovator or early
adopter stage.

✔ Determine the basic level of information support for each life-cycle phase.
Consider, for example, that new products being designed for one innovator cus-
tomer may require only the most basic information. It may be more valuable to
work with product managers to develop informative white papers than to write
task-oriented user manuals.

✔ If possible, develop a set of criteria to use in evaluating each product and gain
support for the criteria among senior management. The checklist in Table 5-1
shows one manager’s checklist for evaluating each product.

✔ Use the life-cycle placement of each product to distribute your resources. Your
decision to provide minimal information for products in the innovator stage may
result in assigning a senior information developer to attend product development
meetings and work part-time on the development of white paper. A decision to
support a product that is generating revenue from sales to long-time late majority
customers but with few training requests and calls to support may result in mini-
mal information updates and no redesign.

Table 5-1: Product Evaluation Checklist

Question Evaluation Criterion

Is the product generating revenue? • No revenue–Basic level of information support for an 
Usually new products being designed innovator/early adopter audience
for an innovator/early adopter market • Rapidly increasing revenue–Increased level of information support 
generate minimal revenue initially. with full information set; increased support for training and  

customer support
Highest revenue levels are often generated • Steady-state revenue–Minimal updates to full information set 
by mainstream products that have crossed 
the chasm.

Is the product generating requests for training? • None or few training requests–Minimal updates to full training and 
Training needs to grow as a product crosses information set
the chasm.  • Rapidly increasing training requests–Increased level of training 

development focused on new analysis of customer training needs
Training must address the needs of less • Steady-state training revenue–Minimal updates of existing materials; 
skilled audiences as customers work to move to e-learning as quickly as possible.
decrease costs.
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Question Evaluation Criterion

Is the product generating calls to the • Few if any support calls–Minimal updates of existing materials
support line? • Rapidly increasing number of support calls–Analysis of existing 

Calls to support always increase when information products to initiate a redesign project to reduce 
new products or product versions are support calls. More investment in information and training for  
introduced. However, support calls also the support staff. 
increase when the product has usability • Steady-state support calls–Minimal updates of existing materials. 
problems for majority customers. Such Increased analysis to find better ways to support customers through 
calls can be reduced by better information online knowledge base.
and training.

It is possible that you will be asked to make exceptions to the life-cycle checklist results.
Your company may be developing a new product that has a high level of support with
senior management. They may be willing to fund an extraordinary effort to develop infor-
mation that will meet the needs of conservative customers even though the product is in
the early adopter stage. You must be cautious, however, not to be pushed into devoting
resources to new developments and neglecting products that need to be redesigned in
response to a move across the chasm. As you will see, the need for resource funding for
information, training, and support is likely to increase as a product moves into the major-
ity markets.

Best Practice—Funding information development 
for the majority market
In the first flush of the development of a new, innovative, promising product,

senior management understands the importance of funding the development effort, even
though little if any revenue is forthcoming. When a promising product proceeds into
new releases, introducing additional functionality to satisfy the needs of important, early
adopter customers, development funding continues to meet demands. When a product
reaches the steady state of a majority market, senior managers look for opportunities
to reduce development costs, often moving the “cash-cow” products to offshore mainte-
nance developers.

Funding for information development tends to parallel the funding for product devel-
opment. As funding is increased, information developers have opportunities to staff-up
for the new, exciting product. As funding is decreased, information developers find their
teams outsourced or offshored with the development teams, unless the new development
is being handled offshore.

Information-development managers must take advantage of increased funding when it
is available early in the product-development life cycle. However, that often means devel-
oping information products without sufficient knowledge about the needs of the audience.
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Innovator and early adopter audiences are often atypical, which means developing to meet
their needs may not prepare the information or the product to cross the chasm to the
majority customers.

Majority customers demand different information and increased usability in the prod-
uct than do the early adopters. As a result, the funding necessary to change the approach
to the product information and training is often insufficient.

Figure 5-2 shows the typical relationship of funding for product development to the
funding for information development. Figure 5-3 shows how the funding should increase
during the technology adoption life cycle for usability, information products, and training. 

Figure 5-2: Relationship of product and information development funding during the technology adoption life cycle 

Figure 5-3: Proposed funding model for information development during the technology adoption life cycle
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By analyzing the proposed funding model and finding support for increased funding
by actively pursuing new customer requirements, you can develop a business case to sup-
port a move toward a more usable product that is better supported by information and
training. At this time in the information-product development, you may find increased
opportunities to merge the work of information and training development. Because infor-
mation and training must now be redesigned to provide more targeted assistance, the
opportunity for merging the development processes is expanded. 
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Taking Advantage of Merged Content for Information and Training
For one mature product, I worked closely with the information developer and the instructional designer/trainer
to develop a new integrated introductory product course. The content in the introductory product manual
paralleled the new course model. The content in the product manual could be used intact in the training, leaving
the instructional designer with more time to develop new laboratory exercises. The same course, once the labs
were fully tested, also had the potential to be transformed for an e-learning environment. Both participants in
the project benefited from the dialog and synergies that emerged. The information developer gained insight into
focusing the information in the product manual more explicitly for the majority user. The instructional designer
found that a new emphasis on experiential learning with reliance on the background material provided in the
manual attracted more customers to the training and enlivened the learner’s experience. The majority learners
were able to focus on hands-on experience with the product rather than long, detailed presentations on the
product schema, for which they had little patience.

Finding funding for this experiment in redesign for a majority audience was not easy.
Declining enrollments in the traditional courses and appeals by the customers for better
information and training helped push the product manager toward a positive funding
decision.

Summary
By understanding the technology adoption life cycle and the position of the products that
your team supports on the technology adoption life cycle bell curve, you gain an impor-
tant business perspective on the needs of the user communities you serve. You also gain
the ability to make critical and sometimes unpopular business decisions about the level
of support you can offer product managers. No information-development manager has a
surfeit of resources to support every product at the same level. Many products require or
deserve much less support than others. Using the insights developed through an analysis
of each product’s position in the life cycle, you can make better business decisions and
support your decisions quantitatively.

✔ Understand the technology adoption life cycle so that you can discuss each prod-
uct’s position with product marketing and development managers, as well as with
your senior management
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✔ Develop a plan for evaluating each product and establishing a level of support
with regards to information development

✔ Associate information-development resources with each product category by
determining the appropriate level of support required by customers

✔ Develop a funding model that allows for support of mainstream customers with a
renewed emphasis on accessibility and usability of support information

Developing a technology adoption life cycle-based approach to resourcing and funding
depends on the support of upper management. If you can demonstrate that your support
recommendations are based upon a business analysis of product needs and if you can
align your recommendations with corporate business goals, you will enhance your stand-
ing in your corporate community as a business-savvy manager. Begin by having discus-
sions with the product managers and marketing professionals. If they are already aware
of Geoffrey Moore’s recommendations for crossing the chasm, you will gain a level of
understanding that promises to enhance your own management role.
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“We want to work with you to make your
employees more successful.”
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Developing
Relationships with
Customers and
Stakeholders

Customers want to “hire” a product to do a job, or, as legendary
Harvard Business School marketing professor Theodore Levitt
put it, “People don’t want to buy a quarter-inch drill. They want
a quarter-inch hole!” 

—Clayton M. Christensen

The greatest weakness of contemporary information-development
organizations is the almost total absence of customer contact.
Although information developers generally espouse the impor-
tance of knowing the customer, they are often content to 
speculate about the customer or to take the customer profiles
provided by product marketing, product development, subject-
matter experts, customer support, and others at face value.
Unfortunately, the information coming from the so-called experts
is rarely based on a systematic analysis of customers as users of
information. Sometimes the customer profiles represent the best
guesses of product marketing about who might be buying the
product or service, sometimes they are based on actual market
research into buyer characteristics. Sometimes customer profiles
are built on a set of assumptions based on individual encounters
with certain customers, usually those that are innovators and
early adopters who are actively involved in defining require-
ments. Sometimes customer profiles are defined by those
who call for assistance or are encountered by field personnel
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responsible for solving problems. Sometimes they are based on past experience at a cus-
tomer location by someone in your organization. Sometimes they are defined by trainers
who have customers in their classrooms. 

Each of these information sources about the customer can be useful, of course, in pro-
viding you with insights about the customers’ information needs. But each is likely to be
filtered through a huge set of assumptions and biases. Customers who play the role of
buyers are often not those who will be using the product or service. Even if they have
both roles as buyer and user, their profiles as users will differ from their profiles as buy-
ers. Customers who regularly interact with product developers are often more experi-
enced and expert in their use of products or services than average customers. Customers
who call into the support line are often self-selected and may be significantly different
from customers who never call. Those who attend training classes are often specially
selected by their companies as the most likely to benefit from the training. They are often
responsible for training others on what they have learned.

Although you are wise to develop partnerships with internal stakeholders who have a
perspective on the users of your information, you are also responsible for knowing more
directly and personally the people for whom you and your staff develop information. Their
role as information users is probably quite distinct from the roles they play as product
users, participants in training, people phoning in with questions, or certainly as buyers.

Developing Content for Internal Stakeholders
In one user study I conducted for the US Veterans Administration hospitals, I was anxious to learn what
information would benefit a host of people who used patient records on a regular basis. The users included
physicians, nurses, technicians, and even administrative personnel. One of our first meetings was with a team
that had been set up to shepherd the study through the organization. At the meeting, which included hospital
administrators and physicians who were department heads, the participants began to tell us what they thought
staff members needed to know. When I began asking questions about the ways in which they thought staff
interacted with information daily, it became increasingly clear that they were defining the profiles of users that
they did not fully understand, certainly not to the extent necessary to promote information usability. Only after
the intent of our questions became clear did the participants acknowledge that they didn’t know the answers.
They recognized that the only way to answer the questions and make recommendations about information
design was to meet directly with the intended users. In fact, the high-level participants expressed surprise when
they finally realized that they couldn’t speak for the needs of their own staff members. The result was a very
successful user study that led to a superb interface and information design.

As a manager of information development, you must find whatever ways possible to
learn about your users directly. Although surrogates who have their own experience with
customers can be helpful, they are not sufficient. So many times when I make this same
recommendation to a manager and staff, the answer is that “they won’t let us.” While
senior management and others who control access to customers may erect substantial 
barriers, you should never take “no” for an answer. 
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This chapter covers one of the most powerful methods for understanding how users
interact with information, the customer partnership. I also refer you to the valuable insights
into customer studies that my colleague, Ginny Redish, and I included in User and Task
Analysis for Interface Design (Wiley 1998). Study the methods presented in that book and
here. Find ways to get you and your staff members into direct contact with information
users. You will always be surprised at how much you will learn and how your experiences
will challenge all your previous assumptions.

In addition, this chapter includes suggestions for establishing working partnerships
with others internal to your organization who are involved in developing and delivering
information to customers. Included among those internal stakeholders you will find train-
ers, training developers, and instructional designers, customer support personnel both in
the field and on the phone, product marketing, product development, customer consul-
tants, and a myriad of people who want to help customers be successful and gain in their
understanding of products and procedures.

Best Practices in Customer and
Stakeholder Relationships
Information directly through interaction with customers is essential to producing useful
and usable information products. Without an in-depth understanding of customer infor-
mation needs, you are probably as likely to produce too much information or information
no one needs as to produce information that is vital to customer satisfaction and perfor-
mance. Finding ways to partner with interested customers will enhance the quality of
your information development in ways not available through any other means.

Not only should you gather information directly from customers about their informa-
tion needs, but you should gather information about customers from others in your organi-
zation who interact with customers regularly. Many of those who interact with customers
also develop information that they deliver directly to customers. They may find that a part-
nership with your organization is beneficial to them in reducing costs, allocating resources,
and delivering superior information. 

In this chapter, you learn about four best practices for including customers and other
stakeholders in your information-development processes:

✔ Analyzing customer information requirements

✔ Partnering with customers to design and develop superior information products

✔ Analyzing others with a stake in providing customers with superior information

✔ Partnering with those stakeholders by identifying mutual business goals

The best practices here provide you specific programs for establishing partnership
arrangements.
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Best Practice—Analyzing customer information requirements
As information developers face the challenge of planning, designing, and devel-
oping for different customers into integrated online and printed information
products, you must be dedicated to actively pursuing in-depth knowledge of your

customers’ information requirements. These analyses should tell you how much and what
kinds of information your various customers need, as well as what media to use to deliver
that information. 

Several well-established techniques, including contextual inquiry, focus groups, and
usability testing, provide valuable guidance about the information that information cus-
tomers need. Contextual inquiry, which involves observing customers using products in
their work environments, shows technical communicators how products and documenta-
tion are used in the workplace. In my work with Ginny Redish in user and task analysis,
we found that direct observations of customers at work was essential for understanding
requirements and knowing exactly how information fits into the customer’s agenda. In
many customer studies, we have learned that customers invoke a variety of methods to
gain information they need to perform a function and use a technology product, starting
with asking colleagues who are more experienced. They use information products when
and where they are most appropriate and fit well into their workplace.

In addition to direct observations of customers, focus groups and usability testing can
help you better understand how customers use information. Focus groups take users out
of the workplace and into a discussion of their needs with their peers. Focus groups pro-
vide insight into users’ attitudes and opinions about products but do not tell us how the
participants actually use products or documentation at work. Usability testing, which
allows you to watch participants actively using products and information, provides sig-
nificant insight into problems with information access and usability but does not normally
allow for long-term contact and interaction about the customer’s needs.

Other sources include customer information gathered from support calls, customer sur-
veys, telephone interviews, and attendance at user group meetings. In one complex infor-
mation design project, we used contextual inquiry, focus groups, and usability testing
together to assess users’ information needs. Many of these methods of gathering customer
information are described in detail in User and Task Analysis for Interface Design. All of these
techniques provided valuable direction about the kinds of product support users needed;
however, I found that none of them provided us with sufficient information to design an
information library that met users’ needs. To supplement these needs analysis techniques,
we developed customer partnering.

Best Practice—Establishing a customer partnership
Customer partnering is a technique used to design information products by creat-
ing a long-term relationship between representative customers and information
developers. Through a series of guided interactions, customers and developers

investigate how current information products are used. They use this knowledge to spec-
ify the design of improved and new information products. 

Like other forms of participative design, customer partnering uses aspects of contextual
inquiry and focus groups, but it provides much more detail about how you can meet 
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customers’ needs, and it involves the customer much more deeply in the design process.
Neither contextual inquiry nor focus groups provide the rich array of information needed.
Contextual inquiry provides good information about how a customer uses a product in a
particular setting, but it doesn’t allow customers to help develop ideas and provide more
thoughtful and focused feedback. Because contextual inquiry limits by the amount of time
you can spend with a busy customer, you often are unable to see the entire spectrum of
behaviors they exhibit with information products.

The focus group, on the other hand, often doesn’t allow time to concentrate on design
details because participants are together only briefly and can examine problems only super-
ficially and out of context. Neither technique allows for repeated contact between you and
your customers so you can collaborate in formulating ideas and opinions over time.

You need a combination of techniques that would allow you the time to learn in depth
about your customers while still providing an atmosphere conducive to brainstorming
and collaboration. 

How to implement customer partnering 
Customer partnering defines the essential relationship between a customer for a product
or service and a developer who seeks to improve the quality of that product or service.
I recommend that at the beginning of your implementation of customer partnering you
employ an individual or group skilled in partnering techniques to serve as a facilitator of
the customer partnering activities. In this way, implementation will not be biased by pre-
conceived notions about what the customer wants or needs or by defense of existing
information products. The customer represents the people who use your information prod-
ucts and volunteer to take part in the customer partnering effort. The facilitator is the per-
son who designs the study, runs the information-gathering sessions, writes reports about
the study, and makes recommendations about information delivery methods suggested
by the study.

Facilitators should be skilled in the customer-partnering technique. For projects involv-
ing information design, the facilitators should also be experts in the information design
process. This knowledge is needed in designing homework assignments, helping your
staff understand the information gathered, and keeping the discussions focused on topics
that will aid in information design. Just as with focus groups, it is often beneficial to have
facilitators who are not part of your organization so that they can maintain a degree of
objectivity during the sessions; however, customer partnering is not limited to facilitation
by outside firms. Any group can use customer partnering internally to its own benefit so
long as they develop expertise in the technique and engage an independent and skilled
facilitator.

The facilitators in charge of a customer partnering program must first ensure that
everyone understands and accepts the proposed method and its purpose. The commit-
ment asked of customers is great, and any confusion between your organization and the
facilitators about the goals of the study will disrupt the focus of the meetings and quickly
discourage customer partners from contributing to the meetings or even attending them.
Once the purpose and method are clearly established and understood, it is time to estab-
lish criteria for selecting members of the customer-partnering group and planning the
partnering program. 
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Selecting customer partners
Customer partners should represent a broad spectrum of those who use your information
products. Having participants in the study whose experience ranges from novice to expe-
rienced, who represent different sizes and types of companies, and whose use of the prod-
uct varies ensures that customer requirements and diverse use models will be addressed
during group discussions. 

In addition to having the necessary experience in their field to be considered “typical”
users and representing a broad range of customer company types, customer partners
must also

✔ express interest in the project and willingness to commit to the time and schedule 

✔ be knowledgeable about their own documentation needs

✔ reside close to the facility where the working sessions will be held, if travel bud-
gets are not provided

✔ commit to attending five to six working sessions over a period of several months

✔ commit to completing “homework” assignments on their own time in between
working sessions

Adhering to these requirements may, however, add some bias to a study. Unless the area
in which the working sessions are held is a large metropolitan area with many potential
customer companies, it is possible to have too limited a sample of users for the sessions.

It is also possible to introduce bias by the selection of volunteers. By their willingness
to volunteer, the customers may be substantially different than the majority of users who
don’t volunteer. This bias, however, is endemic to all participative study techniques,
including contextual inquiry and focus groups. The customer-partnering technique seeks
to involve customers in product design who have a strong commitment to the product’s
success, who are interested in creating the best product possible. At the same time, they
are selected because they represent mainstream product use; they are not outliers. If a list
of potential volunteers is suggested by the sales force, those on the list may be “good”
customers in the eyes of sales, that is, they may be friendly customers, but not truly repre-
sent the mainstream customer.

Planning the format and focus of each working session
Careful planning of customer partnering working sessions is essential to the success of
the study. Because the customers’ experiences often influence the direction of conversa-
tions during the sessions, the facilitator must have a clear idea of what is to be covered
during each session to stay on schedule and to maintain the focus of the group. For exam-
ple, you may want to focus initial meetings on discussions of current information prod-
ucts. You may want to reserve the final sessions for a discussion of prototypes and future
information needs.

The key is to plan highly focused activities that provide specific feedback about cus-
tomers’ information needs, keep the sessions focused, and maintain participant interest.
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Activities I have used in previous customer partnering sessions include asking partici-
pants to draw their workspaces with colored markers, work in groups to evaluate online
documentation produced by our client and its competitors, and tape documentation top-
ics to a wall-sized information organization chart. For example, to maintain the focus of a
discussion of documentation delivery media, we asked participants to complete a deliv-
ery media preferences worksheet (see Figure 6-1). After participants indicated on the
worksheet the documentation delivery medium they preferred for each of the tasks, there
was a group discussion about delivery media. Asking participants to complete the work-
sheet before the discussion gave them time to consider their delivery media needs for a
wide range of tasks and formulate their ideas before the discussion. In the analysis of the
working session, I was able to refer to the participants’ worksheets and their discussion
comments.

Providing homework for group participants
Customer partners should be given assignments to complete between working sessions.
Giving participants homework assignments enhances the working sessions in the follow-
ing ways:

✔ Participants maintain their focus on documentation during the breaks between
working sessions.

✔ Participants have time to think independently about the company’s product and
decide what their own needs are without peer pressure or time constraints.

✔ Participants are able to bring concrete examples and well-formulated ideas for
product improvement to the working sessions.

✔ Facilitators gather valuable accounts about the experiences of the partners and
their co-workers in using the company’s products on the job.

Homework assignments may include polling co-workers, keeping logs of experiences
with documentation, examining products or documentation produced by other compa-
nies, and designing documentation prototypes. At one session, in order to determine what
type of online information presentation was most helpful to users, I asked the customers
to bring examples of online documentation they particularly liked or disliked to the next
working session. I found that the online documentation customers liked was task-oriented
and organized into major task-oriented menu choices, such as installation, configuration,
troubleshooting, and maintenance. Had I only asked customers to the company’s existing
online documentation, which was organized by product type and manual title, I might
not have discovered customers’ preference for task organization.

To ensure that homework assignments benefit the partnering venture, the facilitators
must design assignments that are interesting, clear, relevant, can be accomplished in a rea-
sonable amount of time, and that gives participants a good starting point for the next
working session. They must also prepare all log forms and questionnaires necessary for
each assignment. Customer partners must commit to completing all of the homework
assignments and must come to working sessions ready to discuss the assignments.
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Figure 6-1: Delivery Media Preferences Worksheet

Task

selecting
hardware

selecting
options

researching
specifications

installing
hardware

installing
options

using
SmartStart

choosing a
configuration

installing an
operating system

tuning the
system

troubleshooting

correcting hardware
problems

maintaining
hardware

online delivery paper delivery online and
paper delivery (explain)
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Facilitating the working sessions
The relationship between customer partners and your organization develops during the
series of working sessions. At the sessions, you are able to observe while your customer
partners evaluate products, share their experiences, and talk about their needs. You can
ask questions, present new product ideas, and solicit immediate feedback. 

To guarantee productive working sessions, facilitators must prepare the necessary mate-
rials and discussion topics for each working session. Facilitators should not begin a work-
ing session until everything is in place, including equipment for running online, video, or
audio documentation; documentation that customers will evaluate during the working ses-
sion; and any paper or other materials needed for working session activities. Facilitators
must also direct the working sessions, keep discussions focused, and prepare discussion
questions and written surveys designed to elicit information on how customers currently
use the products and on how they could use the products more effectively. 

One main advantage of gathering information during working sessions is that the par-
ticipants interact face to face over an extended period of time. Unlike focus groups, in
which the participants never get to know one another, customer partnering provides
enough time to allow the participants to form a coherent work group. This interaction
contributes to information gathering in the following ways:

✔ Participants are able to play off each other’s ideas and brainstorm solutions
together.

✔ Facilitators can gauge customers’ reactions to existing products and new proto-
types by listening to their comments, watching their review of the products, and
observing their body language.

✔ Your staff can see first hand how customers react to their products.

Successful facilitation of the sessions requires a firm focus on the objectives of the part-
nering and the ability to promote useful conversation. The facilitator must ensure that
everyone has an opportunity to contribute and that no one is permitted to dominate the
discussions. If facilitation is done correctly, a rapport is established among group mem-
bers that allows candid and meaningful dialog that can lead to the design of improved
information products.

Duration of the study
The duration of a customer-partnering study depends upon the complexity of the product
being designed. However, a primary characteristic of customer partnering is that the
interaction between customer and developer takes place over an extended period. Over
time, especially several months, customers grow in their understanding of the design
problems under consideration. In one study, for example, I noted that the server adminis-
trators began by being positive but vague in their comments on the documentation. They
told us that the existing documentation was “fine.” By the fourth and fifth sessions, their
opinions had changed and their articulation of their needs and the problems with the
existing information had become increasingly, even surprisingly, explicit.
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For example, at an early session, the customers told us that the installation pamphlet
was “helpful” and they would choose to use it during installation. By a later session, they
became adamant that the same pamphlet was not useful and had to be redesigned. The
growth in understanding comes in part from a degree of politeness. People dislike being
critical in front of strangers, especially in the presence of the developers of the documen-
tation. Unless they have very strong negative responses, they are unlikely to make an
issue of minor concerns. In addition, however, users often have not formulated a clear
analysis and criticism of an issue that they are asked about. They really have no opinion
but will fill the gap in the dialog with vague commendations. Only after several sessions
will they gain enough perspective in the issues at hand to discuss them cogently and have
specific recommendations.

Customers also learn from their interactions with other participants to differentiate
between a “pet peeve” and a more universal issue. They tend to temper their statements
of need to take into account the circumstances and patterns of use articulated by other
participants.

Customer-partnering programs should consist of at least five working sessions with two
to three weeks between sessions. Five sessions allows the group to become an organic unit
that moves well past the usefulness of a focus group. Beyond six sessions, the sessions may
begin to lose effectiveness. As the customers become more expert in the topic of the study,
they cease to represent typical users. You might be able to reconvene customer partnering
groups, however, for follow-up activities (for example, for feedback on prototype docu-
mentation developed in response to the findings of the study); but for any future customer
partnering programs, you should recruit a new group of customer partners.

Recognizing customer participation
To help encourage and recognize those customers who had participated in the program,
you should plan to distribute small gifts, invite the participants to dinner at a nice restau-
rant to wrap up the study, and write letters of appreciation. This recognition is important
because the customers receive no compensation for their participation, commit a signifi-
cant amount of time, and show a willingness to contribute to the effort to improve your
information products.

Participants are very interested in knowing what has resulted from their recommenda-
tions. They want to see the fruits of their labors in improved, more usable products.

I recommend that program facilitators and your organization maintain a relationship
with customers after the final working session. A continuing relationship provides you
with opportunities to ask customers for feedback on new product ideas and to modify
your efforts accordingly during the development process. Customer partners might even
participate in new product usability tests.

Developing product prototypes
The time between working sessions allows you to develop product prototypes for cus-
tomer partners to review in later working sessions. Getting customer feedback on product
prototypes helps with product redesign in the following ways:

✔ You receive immediate feedback on new ideas for product design and presentation.
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✔ You have the opportunity to improve prototypes to meet customers’ needs and
preferences.

✔ Your ideas are supplemented by customers’ ideas for improving the prototypes.

Program facilitators, your organization, and customer partners work together to create
prototypes that become the framework for your organization’s new information products.
You are responsible for using information gathered during the working sessions to create
prototypes of new documentation and for preparing written evaluation forms designed to
elicit participants’ detailed evaluation of the prototypes. Customer partners evaluate each
prototype and offer feedback for improving it.

Reporting the results and recommendations of the working sessions
During the working sessions, the facilitator should ensure that customer responses are
recorded. An observer should attend each session to log the sessions in much the same
way a data logger functions during a usability test. You can videotape the sessions for
immediate review, future analysis, and presentations.

After each working session, the facilitator should summarize the findings and recom-
mendations that result from the working session. The summary should include informa-
tion about what participants like, dislike, and need from your information products. It may
also include samples of products or documentation that participants bring to the working
sessions, sketches participants make of their workplaces, or prototype design ideas. 

At the end of the program, the facilitator should create a final report presenting the
overall findings of the study and addressing its original goals. To draw on the individual
working session reports but avoid redundancy, I recommend organizing the final report
around an evaluation of delivery media, user experience levels, or stages of product use.
For example, while the working session reports focused on what customers liked and dis-
liked about each of the client’s documents or document prototypes, the final report dis-
cussed the differences between novice and advanced users’ needs. The report also made
recommendations for providing an information library that supports a broad range of
users and uses the delivery media appropriate for each task they perform.

Benefits of customer partnering to you and your customers
The major benefit of customer partnering is the relationship that develops between your
organization and your customer partners through repeated contact. Studies that involve
one-time contact, such as interviews, surveys, focus groups, and contextual inquiry only
gather participants’ immediate reactions. Customer partnering, on the other hand, creates
an environment for an in-depth investigation of customers’ needs and preferences. As a
result of the close relationship that develops between you and your customer partners,
both parties benefit. The specific benefits of customer partnering follow:

✔ Customers receive a product that is custom designed to their needs. Customer
partners leave the program knowing that product improvements will be made with
their needs in mind. They eventually receive a product that is designed specifically
to meet their needs. Insofar as the partners represent the entire customer base, the
new information product is customized for all customers’ needs. If the developers
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are prepared to do so, working prototypes of information products can also be
delivered to the customers’ sites between sessions for inhouse testing, giving the
developer even more detailed feedback.

✔ Customers feel ownership for changes to future products. As they participate in
the program, partners gain a feeling of empowerment: the opportunity to give
feedback directly means that they have helped design products that directly
address their needs.

✔ Customers learn how the process works and provide better feedback and infor-
mation in the later sessions. During the weeks between working sessions, the
customer partners reflect at length on the product they are evaluating, complete
homework assignments that help them develop their ideas, and evaluate your and
other companies’ information. As a result, participants are able to bring to each
session design recommendations, well-thought-out opinions, and examples of
products they particularly like. This continuing effort on the part of the customer
partners is the primary feature that makes customer partnering a richer, if differ-
ent, information gathering technique than contextual inquiry or focus groups.

✔ You get frank and valuable information about the design of products and docu-
mentation. From the relationship that develops between you and customer part-
ners, you gain insight into customers’ working styles and product needs. Most
importantly, you receive candid feedback from customers on aspects of products
they actually use and how they use them. As you get to know one another and feel
comfortable with each other, all participants feel free to contribute to each other’s
ideas and to express straightforward opinions about the products.

✔ You get to educate your customers. During the program, customer partners learn
about the full range of products available to them, and they receive answers to
specific, work-related questions. Your organization can even use this information
to help develop marketing efforts to help others learn about these products.

✔ Customers’ views of your company may become more positive. Customers who
participate in partnering programs are impressed by your dedication to improving
its products and involving customer input in the redesign process. They appreci-
ate the attention and see you in a new, positive light. This can, however, provide a
bias that keeps them from being forthright. The facilitator must be aware of this
bias and probe for issues they feel might underlie the comments being made.

✔ Customer partnering benefits all involved. The benefits of customer partnering
to all participants are enormous. Customers feel they have direct input to products
they will use, feel they have your undivided attention for the duration of the pro-
gram, and finally have products and documentation that more nearly meet their
special needs.

✔ Information developers no longer have to guess about customer requirements for
information products. Rather than just hearing the “horror” stories of products and
processes gone bad, hearing only from customers who love the product, or hearing
nothing at all, you interact directly with a spectrum of typical users who can help fill
in the comprehensive picture needed for good information-product development.
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Customer partnering offers information-development managers with a way to unravel
the complexity of information and organize large bodies of information into information
that is useful for its intended audience. By involving customers deeply in the information
design process, you can meet customers’ information needs as effectively as possible.

Best Practice—Analyzing internal stakeholders
Similarly to the analysis you perform with your external customers, you need to
analyze the needs of your internal stakeholders, especially in relationship to their
focus on serving the needs of external customers. You are likely to find many dif-

ferent internal stakeholders who are all involved in information development, including

✔ training development and delivery

✔ customer support, both phone and field

✔ sales and marketing

✔ product management

✔ product development

Depending on the nature of your organization and the type of products or services you
are developing, you may find internal stakeholders in departments as widespread as
legal, manufacturing, regulatory affairs, and more. 

Your starting point is, of course, a stakeholder analysis. Unlike the stakeholder analysis
you might do for an individual project in which you investigate who has a stake in the
quantity and quality of the information being produced, your analysis must include all
others in your organization who have a stake in what is delivered to customers through
which channel. I discuss stakeholder analysis for individual projects in Chapter 14: An
Introduction to Project Management.

In approaching your stakeholder analysis at the portfolio level, you have a broader
range of possibilities and parties believe they have a significant role to play in information
development and delivery. You are likely to encounter resistance to a partnership as often
as you will encounter a positive view of a potential collaboration. In fact, your responsibil-
ity will be to change resistance into win-win results for both partners.

Develop a set of questions that represent the criteria that you believe will lead you to a
solid win-win partnership with an internal stakeholder. Consider, for example, some of
the following questions:

✔ Are the stakeholders developing content that they are delivering to customers?

✔ Do the stakeholders believe that content development is an integral to their role
and responsibility in the organization?

✔ Do the stakeholders believe that their content is often superior to the content
developed by other parts of the organization in meeting customer needs?

✔ Do the stakeholders have a close personal or business relationship with the cus-
tomer receiving their content?
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✔ Do the stakeholders receive revenue from the customers based, in part, on content
delivery?

✔ Have the stakeholders developed tools and technologies to support content devel-
opment and delivery?

✔ Do the stakeholders use any content that is developed by your organization?

✔ Do the stakeholders change the content you have developed to better meet their
needs or the needs of their customers?

✔ Are the stakeholders interested in reducing their content-development costs
through reusing existing content?

✔ Does superior content provide the stakeholders with a competitive advantage?

No doubt there are additional questions to investigate but these provide a start. Your
goal in asking these questions is to rank the potential internal stakeholders with whom
you may want to do business. The highest ranking might go to those stakeholders who
will reap the greatest advantage from a partnership with information development. That
partnership may help them reduce operational costs, reduce time to market for content,
improve accuracy and consistency, or be able to focus their efforts on business areas that
are most productive. 

Information-development managers often believe that the training organization is a
good potential partner in information-development because much of the information
being developed by training is the same as the information that your staff is developing.
Training and documentation are often brought together under the same senior manage-
ment to take advantage of potential synergies in information development. Information
developed for the user documentation can often be used intact in the training materials,
freeing the instructional designer or the training developer from developing content that
already exists. 

At the same time, the training organization may have a conflict of interest in partnership
with information development. Training is often a profit center, intent on filling seats in
classes or registrants for e-learning. If the information they offer their training customers is
not unique, the customers may object to be charged for the same content they could find in
the manuals that they get for free. Trainers often find the information in the manuals to be
inaccurate or too unfocused to help customers meet specific learning objectives. 

Another potential candidate for a partnership is the support organization. Support staff
are often responsible for writing content in response to customer queries. Many organiza-
tions invest in a support knowledge base that provides customers with online access to
information that answers specific questions. However, the task of developing this infor-
mation is often in the hands of people who are inexperienced at writing usable and read-
able text. The support knowledge bases themselves often become clogged with duplicate,
near duplicate, and out-of-date responses, making customers searches frustrating and rife
with potential mistakes.

The possibility exists for information developers to assist support staff in developing
consistent content and managing the repository. Information developers are often asked
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to write and edit content going into the knowledge base or add content they develop to
the knowledge base so that it becomes a central store of customer-facing information.

Support organizations may also be interested in call-avoidance strategies. If customers
can easily find relevant information in print documents, on information websites, or in
online help, they are less likely to call support with ordinary, easily answerable questions.
Many support organizations will partner with information development to reduce the
numbers of calls that might have been handled in the documentation, leaving them time
to handle the calls that are unique or more difficult to handle. 

Sales and marketing organizations develop considerable information that goes to cus-
tomers that could benefit from the content that your staff has vetted for consistency, accu-
racy, and usability. They may want to put a “sales” flavor into the content, but they may
save time and increase accuracy if they begin with a reliable technical source. Sales organi-
zations, if they produce new business proposals for customers, may also be interested in a
repository of accurate content that they can use to build responses to a customer’s request
for proposal. Sales organizations often develop their own content management systems to
store standard responses to questions they often see in requests for proposal. They may
welcome the assistance that information developers can provide to ensure that the content
in the repository is up to date and accurate.

Every potential stakeholder that you investigate will provide you with a possible busi-
ness case for collaboration and partnership. In your stakeholder analysis, you need to
identify compelling business reasons for working together before you approach a peer
manager with a proposal. 

Best Practice—Establishing stakeholder partnerships
Once you have identified potential stakeholders with whom you would like to
develop a mutually beneficial relationship, you need to approach them with your
proposal. Once your proposal is accepted, you need to define the parameters of

your partnership, including your measurable business goals and objectives. Include details
of how the partnership will function, the resources to be made available, the responsibili-
ties of each party, the activities each will perform, and a way to resolve conflicts.

Defining measurable business goals and objectives
Stakeholder partnerships generally have two important business goals: reducing costs and
increasing customer value. Partners may want to develop information resources that can
be used in common, reducing development time and increasing accuracy. Partners may
want to share information they have learned from customers to increase the usability of the
information. Partners may each have special expertise that they can apply to increasing the
value of the content. By collaborating on information development, the partners may be
better able to fill gaps in the content or correct errors.

Cadence Design Systems created a partnership between technical communications and
customer support. The goal of the partnership was to improve the quality of information
going to the customer and lower costs for customer support. If the product documenta-
tion provided answers to commonly asked questions and made it easy for customers to
find the questions and answers, the partners expected that the number of customer calls
would be reduced.
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If possible, define how you will measure the success of the partnership in meeting the
goals and objectives. For example, if customer support can reduce the number of calls that
address commonly asked questions by 50%, they can save money by reducing the number
of support personnel, they can reduce the number of additional support personnel who
must be hired, or they can shift support personnel to answering more complex questions,
increasing their value to the company and the customer. At Cadence, the new information
developed through the partnership lowered the call volume for a particular product by
50%, a significant improvement.1 You might establish a similar goal if you too have part-
nered with customer support.

A partnership with the training organization might establish a goal of reusing content
developed by information developers and instructional designers in the deliverables of
each organization, thus reducing development time and time to market. In such a partner-
ship, information developers might document tasks required to use the product effec-
tively, and instructional designers would use these tasks as the basis of their classroom
tutorials. The instructional designers might create the business-oriented overviews and
concepts, making them available for the information developers to add to their print
deliverables or product information website.

A partnership with engineering might ask product engineers to develop reference
information that they need for specifications in a form that can be directly used in produc-
tion documentation. Parameter lists, prerequisites, and technical details of all types might
be best maintained by the people who develop them. An information architect might
develop a simply XML-based form for the engineers to complete that is readily included
in documentation. Deutsche Post, the German post office, developed such a system,
allowing them to transfer reference information smoothly from software developers to
end users without that information having to be reformatted by writers. The software
developers were happy to use XML as a writing tool since they were already using the
language to develop their software systems.

Defining resources and responsibilities
Include in the partnership agreement the resources each party will provide and the respon-
sibilities that they will assume. You might, for example, want to make your content reposi-
tory or your content management system available to your partner. They might also have
their own repository of content. You might each have customer profiles or task analyses
that are useful to both. Customer support or other partners maintaining a website may
have data about customer visits to the site that indicates which information may be most
valuable. Application engineers who work directly on difficult customer problems may
have a storehouse of technical case studies that will enhance training materials or informa-
tion being developed for experts. 

In one partnership, expert application engineers who were intimately familiar with the
problems actually experienced at customer sites agreed to work with “ghost writers” from
the publications organization. The information developers interviewed the application
engineers, developed outlines for proposed white papers, and worked with the engineers

1 Krista Guglielmetti, “Technical Communications and Customer Support: Partnering to Publish What Customers Want to Know,”
Best Practices of The Center for Information-Development Management, August, 2000 and the 47th Annual Conference
Proceedings of The Society for Technical Communication, 2000.
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to understand the content. The writers created the drafts, and the engineers reviewed,
added ideas, and corrected errors, enabling the teams to produce in record time white
papers that were high on the customers’ priority lists.

I once worked closely with a customer support engineer who had assembled a detailed
spreadsheet of customers’ questions about the software installation procedures. I conducted
a careful analysis of these questions, recast the tasks and background information, and
edited the draft content together. The result was a vastly improved installation instruction
that reduced support calls on this topic by 60%.

The team at Cadence discovered that the application engineers were writing examples
that they used themselves to answer customer questions. The customers wanted more
examples in the product documentation. As a result of the partnership, the information
developers were able to include the examples from the application engineers in the user
manuals and the online help.

To prepare for an agreement about roles and responsibilities, both partners should
describe their processes. You will find that by understanding how information is created,
reviewed, produced, distributed, and maintained by your partner that you gain insights
into information transfer that you did not know occurred in your organization. You could
learn, as I did on a project, that the trainers rewrote the end-user documentation so that it
corresponded to the customizations that the systems integrators had configured. The orig-
inal documentation was never distributed. I suggested that the trainers be provided with
access to the unassembled topics in the repository so that they could more easily cus-
tomize them rather than having to type their own versions of the tasks.

Developing a program of activities for each partner
By developing a workflow of all the activities that will lead to the desired outcome, you can
ensure that each partner understands what needs to be done and assigns the appropriate
people to the activity. If one of your team members needs to analyze data collected, discuss
how the data will be made available. If you want to interview members of the partner’s
team to gain insight into the customers and their needs, decide when the interviews will
take place and in what form (in person, through email, through chat or instant messaging).
If you are dividing up writing assignments among partners, define the authoring guidelines
and experiment with developing the content through a small pilot project. 

As you work together to establish mutually beneficial activities, create a schedule for the
activities. The schedule should, of course, take into account major deadlines in which either
partner is involved. You will not want to schedule a joint activity during the same week that
your major deliverables come due. Neither will your partner. At the same time, both part-
ners need to make a strong commitment to ensuring the work gets done. As long as you
have established a strong business case, that commitment should follow. Unfortunately, in
many situations, the managers establish the agreement, leaving the work to be done by staff
members. The staff members may not feel the same level of commitment to the joint activity. 

In one partnership activity, the information-development manager established a rela-
tionship with the sales organization to enable customer site visits. However, after the visits
were scheduled, the manager delegated the activity to staff members who were not sure of
the purpose of the activity or how much time they were supposed to devote to it, espe-
cially when they had other work to do. As a result, the visits were delayed or cancelled
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154 Part 2: Portfolio Management

more often than they were held. The information-development manager did not partici-
pate in the site visits and neither did his writers, except for the two who were dedicated to
the success of the partnership activity. As a manager, you have made a commitment to
your peer manager and to your own organization in setting up a stakeholder partnership.
Both managers must make certain that all the people they ask to become involved under-
stand what is expected of them and recognize the importance of the commitment to the
joint activities.

Resolving conflicts
I recommend that a leadership team, including the managers of the partner departments, be
established and continue to meet regularly during the course of the partnership activities. It
is not enough to “dump” the project on overworked staff. Managers need to ensure that the
project is successful. With a strong business case in place, you are the most likely to benefit
from the joint project’s success. If you have informed senior management of the partnership
and its business goals, you are also the most likely to bear the brunt of a failure. 

A leadership team is responsible for continuing to communicate the importance of the
project to team members, ensuring that activities are given the appropriate priority level,
and resolving any conflicts that occur during the project. Without this level of commit-
ment, the project is likely to fail.

Summary
Customer knowledge and insight into the customers’ real agenda are critical for the devel-
opment of excellent information products. Without them, information developers are
likely to create information for its own sake and to develop content dictated by product
developers, marketing specialists, and others who have a stake in the information prod-
ucts. Unfortunately, many stakeholders who want to control the information your organi-
zation develops are serving their own needs rather than the needs of customers. 

By becoming an expert in the customers’ information and learning needs, your organi-
zation takes a leading customer advocacy role, a role that emphasizes the customer as
user rather than the customer as buyer of the product or service. If you are supporting
information customers who are part of your larger organization, maintaining a customer
advocacy role is also often unique. 

✔ Have you persuaded your organization that you need to become experts in the
user experience with information?

✔ Are you well versed in techniques for gathering customer information, including
customer site visits, focus groups, interviews, and surveys?

✔ Have you considered customer partnering as a key tool in your customer 
repertoire?

✔ Have you built relationships with others in your organization who have responsi-
bility for communicating information to customers?
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✔ Have you identified ways to reduce costs, increase efficiency, and work together to
provide more value in the information you deliver to customers from an enter-
prise publishing perspective?

Customer partnering methods provide you with a direct way to involve your informa-
tion users in the creation of information that genuinely serves their needs. By using cus-
tomer partnering along with customer site visits, interviews, observation, focus groups,
and even surveys, you expand your knowledge base in a way that supports increasing the
value of your information to your customers without increasing your costs for producing
that information.

Just as you use customer partnering to involve customers in defining their information
requirements, you can use stakeholder partnering to focus the efforts of all information
developers in the larger organization on reducing development costs, increasing effi-
ciency, and providing a more effective approach to supporting the users during the prod-
uct support life cycle. By developing partnering relationships with training, customer
support, field maintenance, and other content producers, you can enhance the users’
experience with information resources.
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“We want to know what information
you really need on the job.”
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Developing User
Scenarios

Instead of designing products and services that dictate con-
sumers’ behavior, let the tasks people are trying to get done
inform your design.

—Clayton M. Christensen1

Understanding how people use your information is the starting
point for defining an effective information architecture for your
organization. With that understanding, you can approach your
architectural framework knowing that the information is explic-
itly designed to meet the users’ needs. Without that understand-
ing, you are more likely to develop an architecture that meets the
needs of your authors or your subject-matter experts rather than
those who need to use your products and services to meet their
goals and get their jobs done. 

As you work to understand your users and their information-
using agendas, you build a set of user profiles and user scenar-
ios. User profiles describe the key characteristics of members of
your user community. User scenarios describe how the mem-
bers use your information to get their jobs done, from following
step-by-step instructions to performing tasks to reading about
how your products are designed to work, how to diagnose and
fix problems they encounter, and where to find data that they
need in support of their task performance. 

157
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1 Clayton M. Christensen, Michael E. Raynor, and Scott D. Anthony, “Six Keys to Creating
New-Growth Businesses,” Harvard Management Update, January 2003.
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A typical user profile may look like this one:

John is a technician working in the network operating center (NOC). He has only been at the NOC for two
months. However, he has two years’ experience as a field service technician, handling preventive maintenance
on cell sites, installing and repairing equipment, and troubleshooting software problems. Like many of his co-
workers on the first-line maintenance team, John does not have a technical education. He is a high-school
graduate with on-the-job experience with telephone networks. He has taken inhouse training courses as part of
his previous job, but he has not attended any training sessions yet at the new company. 

John enjoys the troubleshooting challenge of the front-line position, and he’s pleased when he solves a problem in
record time. He isn’t much of a reader, although he reviews the information that accompanies a system alarm. If he
gets stuck, he first asks his colleagues if they’ve seen the problem before. When the problem becomes difficult to
solve, he brings in experts at the NOC to help diagnose what is going on. 

Based on observations of John at the NOC, a typical user scenario may look like the following:

As a front-line alarm-monitoring technician, John is responsible for monitoring and troubleshooting alarms on
the network and correcting problems in response to alarms. If John and his colleagues cannot resolve an alarm
after a set number of minutes, they escalate the alarm to a more advanced group of technicians.

When an alarm appears that the technicians are unfamiliar with, they want to locate information that tells them
what may be happening in the network that has caused the alarm. Typically, the alarm may have more than one
possible cause. They want to know how to investigate the problem in more depth so that they can decide which
of the possible causes is the most likely. Then, they want instructions that tell them what to do to resolve the
alarm and correct the network problem. If this course of action fails, they want alternative actions to pursue.
And, they want all this information as quickly as possible with minimal text to read.

This scenario is typical of technicians who are responsible for maintaining networks or
similar systems. As you analyze this and other scenarios associated with NOC techni-
cians, you recognize several ways that you might organize your Information Model to
respond to their needs. You know that John and the technicians will need several types of
information, including descriptions of the alarms and the problems that may cause them,
placed for quick access and immediate lookup. John will need task-based instructions that
provide step-by-step procedures to diagnose and correct problems, especially problems
that occur infrequently. The instructions might include decision-support flow charts if
they don’t become too complex to follow. John may also need reference information that
lists parameter settings to be checked or signals to be analyzed. Added to these direct
information types, your model, based on your analysis of John’s needs, might include
process flows that indicate how data moving through the network is supposed to behave
and how it might behave if something is wrong. 

One fairly ordinary troubleshooting scenario like this one leads you to many considera-
tions about the details of your Information Model. You want to consider, for example, how
to deliver the information that John and his colleagues need. Quite clearly, they need infor-
mation as quickly as possible because they are under time constraints for resolving the net-
work problems. Because the alarms appear on their computer monitors, you want to deliver
information into the same environment as the alarms. Some basic information about the
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alarms should appear as an integral part of the alarm message that the technician views.
Additional information about diagnosis and troubleshooting should be linked electronically
to the message itself. If the alarm is straightforward, the links should go directly to task
instructions for correcting the problem. If the alarm is more complex, the technicians should
be able to link directly to well-labeled additional information in the form of tables of data or
easily readable process or descriptive information.

If your Information Model includes training information, your analysis of John’s infor-
mation needs may lead to the creation of basic and advanced troubleshooting workshops.
Your solution could include on-the-spot e-learning opportunities that John’s employer
could use as part of an on-the-job training program.

Some of the descriptive, background, and process information that doesn’t change
often might be supplied as longer articles for printing or reading online. You might decide
to use an online alert system to notify the network technicians about new problems and
their solutions or introduce an online forum in which network technicians could exchange
troubleshooting information with colleagues and company experts.

All of these avenues are possible parts of the Information Model that you define as a
result of developing and analyzing user profiles and scenarios. Profiles and scenarios are
your most important and powerful design tools. The more scenarios available to you, the
richer your Information Model will grow. The more accurate and detailed the scenarios,
the better your design decisions will be. 

To design an effective Information Model requires that you understand how your users
interact with information in the course of their jobs. To obtain this information means
that you must have access to your users in their working environments and access to oth-
ers in your organization who interact with the information users, including trainers and
those in support services.

Best Practices in Developing
User Scenarios
Developing user profiles and scenarios is key to a successful Information Model. As an
information-development manager, with the assistance of your information architect, you
need to promote an in-depth understanding of users. Your staff needs to learn as much as
you can about those who use the information produced by your organization. In the four
best practices presented here, you learn to identify the basic roles played by the various
people in your user community and how their activities in those roles cause them to
access and use technical information. You learn the best ways to communicate the infor-
mation gained to your staff and stakeholders. Finally, you learn to use the scenario-based
knowledge to build your Information Model.

✔ Cataloging user roles and their information needs

✔ Understanding the users’ information agendas

✔ Using user scenarios to develop your Information Model

✔ Communicating user profiles and scenarios to team members

Chapter 7: Developing User Scenarios 159
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The best practices in this chapter focus on the starting point for building a responsive
and effective Information Model.

Best Practice—Cataloging user roles and their
information needs
To create user profiles, you need first to develop a catalog of the roles that you

believe make up your user community. Research among people in your organization who
regularly interact with users often provides a starting point:

✔ Marketing may have already conducted studies on the people who purchase the
products. 

✔ Members of your sales team can brief you about the people they encounter during
sales calls and purchase negotiations.

✔ Product managers and product development leads may have created their own
descriptions of possible users and may have already developed use cases that sup-
port product design.

✔ Those who install and service products or provide consulting assistance directly to
customers have insight into the working environment at a customer location.

✔ Trainers can help you understand the characteristics of people who attend instruc-
tor-led training classes.

✔ Telephone support personnel have information about the people who call with
questions and problems.

Just remember that these internal sources have their own agendas and biases about
customers, and they rarely have much insight into the users’ information agendas.
Marketing and sales are concerned with buyers, many of whom never use the products
themselves. Installation and service personnel may interact with specialists who need
some information resources but may not be regular users of the equipment, software, or
service. Trainers may have experience only with customers who have been carefully
selected to benefit most from training. Telephone support interacts only with those who
call or are designated to place calls for others in the organization.

The responsibility of your team members lies in identifying those people who need
information to support their use of the products and services wherever they are in the cus-
tomer organization, rather than people who buy the products, call for support, or attend
training. If the products you support are sold to consumers directly, your user scenarios
may even include personal use at home as well as at work. In many organizations, no one
knows how, when, or why users reference information sources to get their jobs done.

Survey your customers for your catalog of roles
After your staff has exhausted their internal resources as they compile a catalog of roles,
ask them next to turn to those customers who are willing to work with directly. The
process addressed in Chapter 6 on customer partnering provides one method of meeting
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with customers to define information needs. If you have email or postal mailing lists of
key customers, you can construct a survey that addresses job roles in the organization.
The survey should include questions like the following:

✔ Do you use product XYZ yourself? 

✔ What do you do with the product? 

✔ What is your job title?

✔ If there are others in your organization that use product XYZ, what are their job
titles and what do they do with the product?

Surveys can be conducted through telephone interviews as well as through email.
You may learn that people with diverse job titles use the product to accomplish the

same tasks. You may learn that people have different responsibilities with regard to
the product and their tasks. In one study, I learned that users included those who used the
products directly as a primary part of their job responsibilities, those who supervised
the end users and used the products infrequently, those who trained the end users and
used the products infrequently, and those who repaired the products and performed
scheduled preventive maintenance. Another study found that, in addition to trainers and
supervisors, the users of the equipment (in this case, railroad cars) had between 10 and 20
different job titles and performed specific tasks that no one else performed.

In some studies, you are likely to learn that although the tasks performed with your
products are the same, the job titles differ greatly among customer organizations. A server
administrator in one company may be called a network manager in another. Once you
understand more about these users, you will be able to note the diversity of job titles for
the same job. 

You are also likely to learn that organizations divide jobs differently. In a small company,
each individual employee wears many hats in relationship to your product, while in a
larger company, several employees may divide the tasks among them. In one company, the
basic administrative tasks on the inhouse telephone system were performed by minimally
trained clerical staff. The more complex tasks were performed by network specialists. In
many support organizations, responsibilities are dispersed among a group of specialists,
beginning with those who handle ordinary, easily answered questions to two or three
higher tiers who handle difficult and specialized problems. I found an organization in
which a clerical employee with no technical education or background had been trained to
perform the task of determining the location of network sites. In other organizations, this
same task would be performed by experienced technicians.

Despite all the different roles that you will encounter, the tasks performed and the user
agendas are likely to be very similar in reference to your product. However, the product
will be used in numerous user scenarios, but the core practices are more often same.
Information developers often argue that they cannot conduct user studies because their
users are too diverse. However, users may have a variety of jobs and responsibilities, but,
most of time, the use cases fall into a same set of similar or identical patterns based on the
functionality provided by the product.
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Review sample user-role analyses
In their initial Information Model, the information architects at Nortel Networks used the
user analysis of job roles and descriptions conducted by instructional designers in the train-
ing organization as a starting point for identifying role-based information needs. Then, they
developed a master list of job roles that took into account users related to the various prod-
ucts and services produced by the many Nortel business units. Although the job titles and
division of responsibilities differed among customer businesses, the task-related roles
remained the same.

Their list of users’ role-related tasks for telecommunications network administration
included

✔ planning the implementation of the product to meet requirements and 
specifications

✔ installing and removing hardware

✔ installing and removing software

✔ bringing the product online and verifying that it operates according to 
specifications

✔ configuring the hardware and software to specifications

✔ controlling access and administering the hardware and software

✔ managing the measurement of resource usage for the purpose of billing

✔ managing the detection, isolation, and correction of abnormal operation

✔ managing the protection of resources from unauthorized or detrimental access
and use

With the addition of fundamental descriptive information about the technology and its
functionality, the Nortel analysis of user activities described the base tasks performed by
their user community. This analysis became the core of the new Information Model,
shown in Figure 7-1, that was used to organize the information provided to support
users in their task performance.

From this task-based role analysis, the information architects determined, for example,
that needed conceptual, procedural, and reference information to help them determine
their capacity and provisioning requirements for their systems. 

In our analysis of the Red Cross staff responsible for blood collection, my team deter-
mined that trainers required information to help them construct instructor-led and 
e-learning courses to teach the technicians how to use the equipment properly, follow
the safety protocols, interact effectively with donors, and respond to emergencies. The
technicians required step-by-step procedures for ordinary and extraordinary tasks.
They needed safety requirements and guidelines for interacting with donors, and they
needed instructions for completing the required forms.
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Study the information needs of each role
The catalog your team created based on internal and customer research is a foundation for
an in-depth study of the information needs of each role. You may find it possible to con-
duct surveys and telephone interviews to learn how individuals in each role use informa-
tion. Even better is direct observation of users in their working environment. Users can
tell much about how they use or don’t use information, but you will observe practices that
they are unaware themselves.

In our study of railroad maintenance workers, my team found no one among the
mechanics who used written information to perform their tasks, except for basic reference
data that was easier to look up than remember. For example, an electrician would look up
the voltages in a particular circuit to troubleshoot an electrical problem. The procedures
for performing tasks were used by the trainers to develop their inhouse training pro-
grams. Trainers read the manufacturer’s documentation and extracted information they
thought was relevant for the mechanics. 

In a study Comtech conducted of users of software supporting real estate transactions,
we interviewed clerical workers who were taught how to use the software on the job and
needed no additional procedural information to perform their tasks. The task-oriented
product manual was used only by the office supervisor to understand the tasks and
resolve problems encountered by the staff. The supervisors never used the software them-
selves, except for one individual in each office who was responsible for software installa-
tion and developing new reports.

In interviews with telecommunications and network engineers, we found careful refer-
ence to procedural documentation because of the liability involved in performing a task
incorrectly. If they didn’t follow the procedures, they might void their warranty. In the
medical equipment field, users are also careful to follow procedures to avoid injury to
themselves or patients. Among medical equipment maintenance personnel, there was
considerable interest in reading detailed theory of operations topics to become more profi-
cient in troubleshooting and repair. People in industries that are regulated by some gov-
ernment agency are often diligent in following written instructions to perform tasks.

Consumers who buy their own products and use them independently may use some
information, such as installation instructions, if it is convenient and necessary for them to
succeed. If no one is available to answer questions, consumers may follow instructions to
install equipment, perform infrequent tasks, or fix a problem. The willingness to use writ-
ten information among end-user consumers is highly idiosyncratic. Some people read
everything first, some read manuals occasionally, and others never look at them at all.

Conduct a professional user and task analysis
The best way to gather data on your users’ information needs is by directly observing
them at the workplace or home in situations when they are doing their jobs and might
be using information. Although you can gather some information indirectly through sur-
vey and telephone interviews, there really is not any substitute for direct observation.
Unfortunately, many companies make direct observation difficult, if not impossible,
requiring you to use less direct methods and find data wherever you can. Despite opposi-
tion, you may find that persistence pays off to eventually win agreement for direct cus-
tomer studies.
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Conducting a user site study takes careful planning both before you visit and during
the observations themselves. For detailed information on how to develop a site visit plan
and conduct the visit, consult User and Task Analysis for Interface Design by Ginny Redish
and me.2 You will find sample site visit plans and lots of advice for conducting the visit
professionally so that you don’t bias your results.

Direct observations during site visits provide you with insights into the users’ informa-
tion agendas that cannot be achieved in any other way. I watched users at a Federal
Express office consult their policies and procedures manual to review the procedure they
should follow to research an incomplete or incorrect address on a package. They were not
aware that I was observing. I listened as hotel clerks tried to perform a procedure with
their new reservation software before consulting their manager for help. Although they
had an online help system available, they never considered using it, even after the man-
ager admitted that he didn’t know what to do. In another site visit, Comtech researchers
learned that the clerks had never used the help system even though they were performing
key procedures incorrectly in archiving critical government documents. Their colleagues
and management complained that no one could ever find the archived documents, but
they assumed the fault was the clerks’ idiosyncratic archiving practices. No one realized
that the clerks were entering the keywords incorrectly. 

When asked about the software manuals, the clerks told us that they had never
received manuals and had only limited product training years earlier. The manuals were
stored in the bookcase of the IT system administrator, who had also never looked at them. 

Sometimes users are quite clear in explaining the problems they have with information
access. They show you the difficulty they have using a search system or navigating a web-
site; they ask why standard sections are missing from some manuals but are present in
others; they wonder aloud why reference material is incomplete or badly organized for
their needs; they point out help screens with titles but no content. The information design
and delivery problems become obvious to the observers, and the new Information Model
begins to take form.

Best Practice—Understanding the users’ information agendas
Armed with user profiles and information from your site observations, interviews,
and surveys, you translate your findings into user profiles and scenarios. A profile
is a description of the user’s characteristics with respect to the tasks performed and

information needed to support them. The scenario describes how the user interacts with
information to perform tasks. Together the profiles and scenarios provide the foundation for
your Information Model and its implementation in individual information-development
projects.

A typical user study begins with an information problem. Feedback from users, usually
through calls to telephone support, reports to sales representatives, and direct feedback
through websites, indicates problems in using information resources. You learn that users
have difficulty finding the information they need to answer questions or perform tasks.

Chapter 7: Developing User Scenarios 165

2 JoAnn T. Hackos and Janice C. Redish, User and Task Analysis for Interface Design, Hoboken, NJ: Wiley, 1998.
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When they find information, it does not meet their needs because it is too simple or too
difficult or organized in ways that do not match their mental models. 

In the 1992 study of the policies and procedures (P&P) manuals at Federal Express,
the information developers learned that ground operations personnel, including couriers,
service agents, and managers had difficulty locating and using the information in their
manuals. The old Information Model, in which information was organized according to
functional areas, was no longer working.

As Comtech researchers designed the study to assess the problems with the existing
P&P manuals and develop a new Information Model, we included both site visits and
usability testing. The study team felt it was essential to develop a rich picture of the chal-
lenges the users faced in the workplace. The team developed a list of representative users
who represented ground operations in North America and around the world, visiting and
interviewing 49 individuals in seven groups:

✔ Station managers

✔ Customer managers 

✔ Trainers

✔ Couriers

✔ Station agents

✔ Ramp personnel

✔ Freight personnel

From the site visits, we learned that all the employees were willing to spend consider-
able time and effort studying P&P manuals, especially when they were learning about
their jobs. Even after the initial training, they referred to manuals to answer specific ques-
tions, particularly about complex and infrequently performed tasks. Despite this willing-
ness, the employees felt inundated by paper, often resorting to calling personal contacts or
using email to find information. The manuals were frustratingly difficult to use; indexes
and tables of contents did not use words and headings that users readily understood.
Once they located information, it often was not organized for ease of reading, making it
difficult to isolate step-by-step procedures or important guidelines from a mass of poorly
organized information.

Based on the field studies, the team concluded that the P&P manuals would be more
usable if

✔ the information were better organized

✔ the information were organized according to job roles

✔ the manuals contained more examples and more complete examples 

✔ the content were presented in consistently structured manner
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✔ tables of contents and indexes were improved

✔ consistent patterns were maintained across manuals 

The usability tests corroborated the results of the site visits. In the test, Comtech wanted
to measure the time required to find the answers to questions in the P&P manuals. The test
participants had difficult finding information in the manuals. They were much more suc-
cessful using quick reference guides. We learned from the participants that they generally
avoided using the large P&P manuals, preferring to look up information in the quick refer-
ence guides, services guides, and newsletters. They also tended to trust information that
was updated more regularly. The P&P manuals were perceived to be out of date.

We concluded, as we had learned from the site visits, that employees found the P&P
manuals difficult to use, although they could find answers to their questions given suffi-
cient time and persistence. We also learned that employees used multiple resources to find
answers, suggesting that information was extensively duplicated among the publications
and, in some cases, contradictory.

Typical user scenario at Federal Express
Based on the study results, we were able to develop user scenarios to describe how the
ground operations employees used information to support their day-to-day tasks. A user
scenario of a station manager might read as follows:

The station manager is responsible for providing employees with accurate and up-to-date
information regarding personnel policies. For example, an employee notifies the manager that
his grandmother has died, and he requests personnel leave to attend the funeral. The manager
knows that the company provides for personnel leave for funerals but is unsure of the number
of days the employee can take with pay. He decides to look at the personnel policy and proce-
dure manual for managers. He quickly scans the index, looking for a personal leave policy for
a death in the family. He looks under several keywords, finding nothing that suggests a policy
for funerals. He also scans the table of contents and flips through a few pages without result.

In frustration, he calls a station manager he knows personally in another city. The colleague
does not know the policy for funerals and cannot find one in his manual. The manager calls a
human resources contact and after waiting for many minutes learns that the information is
indeed in his manual, under the heading “Bereavement Policy.” The manager remarks that he
didn’t think of that word and wouldn’t consider looking for the information under that head-
ing. He decides that the manuals are not especially useful in supporting his information needs.
He’s spent several hours trying to track down information that was in his bookcase.

If you consider the profile of this manager, you will find it typical of a person who is
busy, handles a number of widely different questions during a workday, and is not an
expert at information access. Given that the information is in paper, rather than electronic,
he cannot search it easily. Even if the information were online in book form, he and his
colleagues might still be frustrated in finding a specific piece of reference information
among multiple manuals and hundreds of pages. Because the information is not labeled
in ways that match the users’ mental model of the task, it is nearly invisible.

Chapter 7: Developing User Scenarios 167
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Best Practice—Using user scenarios to develop
your Information Model
The Information Model your information architect develops reflects the under-

standing developed of your users and the specific scenarios derived from the user 
investigations. At this level in the model development, the model describes the overall
approach you want to take. At the next level, you will use project-specific scenarios to
implement your Information Model on a project basis.

The overall Information Model includes both how you intend to deliver content to your
customers and how you plan to build the content to facilitate the deliverables. As you
apply the Information Model to specific projects, your project teams decide which deliver-
ables they will support and how they will develop the content needed.

The user study and the scenarios that emerged from the Federal Express study
described how ground operations staff used information in their working environment.
The study led to the design of a new Information Model that better met the user needs.
The model was then applied to the design of specific sets of information to support the
activities of couriers, station agents, and managers. 

Rather than organizing the information according to functional areas, the information
architecture team at Federal Express, with our help, decided to organize the information
according to job roles. The titles of the manuals were rewritten to make them more obvi-
ously related to the jobs. Policy information for managers was separated from procedural
information for staff. New design patterns were developed for each collection of informa-
tion so that categories of information were easier to find. Similar topics were grouped
together, and the groups of topics were arranged so that they followed a roughly chronolog-
ical sequence. Some reference information was organized alphabetically for ease of retrieval.

In addition to the overall restructuring of the manuals being delivered to staff, the
information architecture team developed a new design for the procedural information,
which included a standard sequence of content elements for each procedure, a new format
for the content elements, and editorial guidelines emphasizing readability. The team also
began to develop a controlled vocabulary to make the English standard procedures more
easily understandable by nonnative readers.

Although the initial changes were made to the print P&P manuals, the architecture
team began plans for electronic delivery of information. In designing a documentation
database, the team decided to de-emphasize the original book paradigm and manage
units of information as topics in the database. The new design resulted in the elimination
of duplicate information because the database of topics could be used in multiple outputs.

In presenting their plans for a new information architecture to senior management, the
team learned that the study results, especially the calculations of time and money saved
by ease of access and more understandable information, could be used to develop their
business case. Explaining to senior management that you can “save $3 million dollars per
year and increase user satisfaction given the new architecture” is more convincing than
arguing for more graphics or some sort of controlled language.

Understand the context of information use
Susan Harkus, as an independent information architect, points out in the following vignette
that “the profiling of an audience only provides a framework for the real analysis. For each
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task, their context—their objectives, their performance environment and their agenda of pri-
orities, assumptions and expectations—accounts for their behaviors and outcomes.” Unless
you understand what the users do with information to meet their personal and job-related
goals, you cannot develop an Information Model that adequately supports them. To be most
effective, your Information Model must be derived from knowledge of the users’ agendas
and how information might support those agendas, delivered in the right way and at the
right time.

Chapter 7: Developing User Scenarios 169

Ignore Context and Risk Your Project3

When a product fails, we know that somewhere, someone “got it wrong,” sometimes several someones and
sometimes at several points in the development project—but WHAT we got wrong isn’t always obvious.

In 2000, I joined a team that was developing a strategic web-based system. The system’s marketing advantage
was to provide salary benefits to employees without incurring unacceptable administrative overheads.

Employees would self-manage their benefits package and carry most of the administrative load. However, the
pivotal user of the system was the administrator.

Employees would submit a request for a pre-tax payment, for example, to purchase a notebook computer. The
administrator would review and grant or reject the request. At each pay run, appropriate amounts would be
deducted automatically from the employee’s pre-tax salary.

The process was straightforward but the administrator’s context was not. Legitimate benefits would be tax-free.
Illegitimate benefits and benefits that exceeded specified thresholds would incur taxes at the highest tax rate.

Administrators would want to deny claims that incurred tax penalties for the employee or the company. For
example, purchasing a notebook with pre-tax salary was only legitimate if the notebook was purchased for
business use and if only one was purchased within the financial year.

Administrators would also be under constant pressure from employees to grant requests. They needed to make
informed decisions.

When I was writing Help for the grant benefit request form, I realized that the administrator needed to access
the benefit history of the employee to decide whether or not to grant the request.

The benefit history was not accessible from the form, but I’d seen the history use case in the project
documentation. I suggested that a history query link be added to the form.

A history lookup was not possible for Phase 1. Why? Because when time and cost pressures had caused the project
to be downsized, project management had deferred the history use case to Phase 2—in the words of the System
Architect, “The use case is TECHNICALLY INDEPENDENT, and deferring implementation won’t affect the Phase 1
deliverable.”

continued

3 Susan Harkus, “Ignore Context and Risk Your Project,” Information Management, the e-newsletter of The Center for
Information-Development Management, April 2004.
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Ignore Context and Risk Your Project continued

Put the mathematics of the decision in a wider context. Abandoning one little use case saved several hours of
programming, integrating, and testing, but without a history lookup, the administrator’s task, making an
informed decision about a benefit request, was almost impossible.

Task is an interesting word. In this project, as in many other situations, technical and user interface designers
took task to mean what people do. Once analysis had identified and documented what users would do and what
dependencies existed between what users would do, all decisions were driven by the definition of the set of do’s
(use cases).

The French existentialist, Jean-Paul Sartre, also focused on doing. He claimed that people are what they do, not
what they think they are or what they want to be. Philosophically, Sartre may have a point but what people do
goes beyond visible actions, as Malcolm Gladwell constantly argues in his book, The Tipping Point. (Malcolm
Gladwell, 2000. The Tipping Point: How Little Things Can Make a Big Difference. London, Abacus.)

For Gladwell, context is the powerful determinant of what people do, and he emphasizes “the power of context”
in the social events and research he describes.

For example, he recounts the behavioral study by Princeton University psychologists, Darley and Batson.
Seminarians were invited to give a talk on campus. Some were asked to speak about religious vocation and
some about the parable of the Good Samaritan. On the way to their talk, they were confronted by a man in
agony and distress.

As each seminarian left to go to their talk, some were told they were late and some that they had plenty of time.
Of the group who thought they were late, only 10 percent stopped to help the man in distress. Of the group who
were told they had plenty of time, 63 percent stopped to help.

So many elements were at play in the engagement context: motivation for joining the priesthood; the compelling
parable of the Good Samaritan who put himself in danger to help someone in distress; and the emotive sight of
another human being in agony; yet the overriding determinant was whether or not seminarians thought they
were late.

Two contexts were at play: the got-to-hurry-I’m-late context and the plenty-of-time-I’ll-arrive-early context.
The contexts were the primary determinants of what happened—not demographics, not vocational motivation,
not principles.

How does the power of context relate to a project that failed to deliver a successful, user-driven solution for
managing salary benefits?

In two ways.

First, in their traditional requirements gathering, the team explored their audience and their audience’s goals,
in much the same way as is currently promoted in goal-oriented, persona-based design methodologies.

The mistake they made was to analyze and document their users apart from their tasks. What Malcolm Gladwell
emphasizes again and again is that actors, their context, and their acts cannot be separated.

Second, because the project followed a rigorous, use-case driven methodology, the non-existing, real-world
association with context meant that when implementation plans were revised, technical management had no
understanding of the importance of the history lookup.
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Develop user scenarios to create a new information architecture
User scenarios are narrative depictions of the users’ agendas in interacting with products
and information. They provide the most concrete foundation on which you can develop a
sound information architecture for your organization. The following examples demonstrate
just a few of the situations of use you might encounter as you study your users.

Insurance company office workers 
The Comtech team learned that the office workers rarely, if ever, consulted the long,
detailed, and out-of-date policy and procedures manuals. Many of the everyday tasks
they performed were learned on the job from supervisors, trainers, and colleagues. When
they encountered new problems or had to perform an unusual task, they first asked oth-
ers in the office for advice. If no one knew how to perform the task, they would use the
clues provided in the user interface of their computer software. In most cases, they could
figure out what to do, especially for those applications for which the user interface had
been newly redesigned and improved. For the older and more difficult-to-use applica-
tions, the office workers preferred to use their quick reference booklets because they con-
tained just enough reference information to help them complete the poorly labeled fields
in the application. The policy and procedures manuals were generally used as doorstops
or plant stands. 

As a result of the user study, the information architects decided to eliminate the large
manuals and focus on embedding more relevant information into the user interface and
developing more quick reference booklets. 

Healthcare and administrative workers at blood-collection sites 
Based on site visits and focus groups, the information architecture team and I decided to
develop four distinct information types to replace long procedures manuals that were
rarely updated. The four tiers of information developed began with policy statements, fol-
lowed by process descriptions, step-by-step procedures, and supporting reference infor-
mation. Each information type was defined with a strict sequence of content units and
thorough writing guidelines. By creating individual topics rather than long chapters of
longer books, the information developers could update the content as needed, rather than
waiting, sometimes for years, before entire manuals could be updated.

As a result of the topic-based, structured architecture, small topics of a few pages each
were delivered electronically and in print guides that were consistent, well labeled, and
more easily accessible.

Chapter 7: Developing User Scenarios 171

The profiling of an audience only provides a framework for the real analysis. For each task, their context—their
objectives, their performance environment and their agenda of priorities, assumptions and expectations—
accounts for their behaviors and outcomes.

When we reviewed the lessons learned from Phase 1, I suggested that, in Phase 2, contexts be fully defined for
all real-world user tasks and that each use case be linked to its real-world contexts. The real-world contexts
could then be used as the determining reference for project decisions.

12_777110 ch07.qxp  11/15/06  4:17 PM  Page 171



172 Part 2: Portfolio Management

Telephone support personnel
Following site visits with staff members answering customer questions, the information
architecture team changed the focus of its information from end-user customers to the
support staff. Although minimal guides continued to be available for end users, most of
the critical information needed to use the application software effectively was targeted for
the support personnel. The company’s policy of customer care encouraged end users to
call for answers to their questions rather than look them up in long, complex manuals.

Software programmers using debugging software 
Based on the findings of an industry benchmark study of information use by software
programmers, the information architecture team concluded that procedural manuals were
not as effective as annotated code examples. The programmers typically scoured the print
and electronic information for examples that appeared to produce the outcomes they were
trying to achieve. If they found an example that looked promising, they would carefully
review the code examples and try to understand how the designer of the example had
structured the code. If the information developers provided annotations that explained
how the code examples worked line by line, the users found the information more helpful
than procedures that did not lead them to the results they wanted.

One information architecture team, responding to the same user agenda, created an
online tool that allowed users to execute the code examples, directly observe the process-
ing steps, read the annotations, and copy the code for their own applications. 

Consumer users of inkjet printers
A study of printer use in people’s homes led the information architects to conclude that con-
sumers wanted information related to their goals. For example, many consumers purchased
printers for home use so that they could create picture albums of weddings, vacation trips,
or other special events. Information organized to show them how to create and print attrac-
tive albums directly met their information needs, rather than general step-by-step proce-
dures covering generic tasks.

User analysis leads to creative solutions to users’ information agendas. When customers
find information that matches their goals and helps them achieve those goals as easily and
quickly as possible, they use information directly rather than rely on other methods. Many
customers, especially those just beginning to use a product or whose use of a product is
restricted to a small number of tasks, ask for information that is primarily task-based. They
are action-oriented, hoping to accomplish what they want easily. 

More dedicated users, especially those who make a career out of using a particular
product, may want background information that supports their successful performance of
tasks. They want to troubleshoot problems on their own, make better decisions, configure
and manage products more efficiently, and generally increase their level of knowledge
and expertise. For such users, you may discover aspects of an information architecture
that result in more effective conceptual and reference information. 
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Develop patterns to define a set of deliverables
Based on your analysis of the user information agendas, your information architect and
other team members must define the set of deliverables most appropriate for each agenda
and related job role. The set of deliverables may include manuals, help systems, topic-
oriented websites, personal digital assistants, and other media. The entire set of deliver-
ables may not apply to every user role but provides a standard set that you use in planning
the deliverables for a specific product or services.

For example, your information architect may conclude that a software-development
audience is best served by online access to command reference information. The com-
mand reference information may be organized by product, function, or other metadata
that helps the developers assemble the command information that is most relevant to
their tasks. The architect may further decide that end users of a hand-held device should
receive setup information in a printed pamphlet and task information embedded as help
in the device. The hardware installers might need a manual that they can print from a
PDF on the website to take into the field. If they carry laptops, the same installation man-
uals might be viewed on screen. As these examples illustrate, a standard set of deliver-
ables supplies a portfolio of choices for your project teams.

Each information collection that the architecture team defines must be further defined
by a design pattern. A design pattern formally defines a solution to a specific user prob-
lem. For example, you might have a design pattern that defines how an installation how-
to instruction should be organized. The illustration in Figure 7-2 shows a typical structure
for an installation design pattern.

Because the people who install hardware for a living are focused primarily on perform-
ing tasks, the design pattern also focuses on tasks both following the regular installation
steps and troubleshooting problems with the installation. The conceptual information to
support the installation is provided through introductory conceptual information that
explains how the installation process works and notes decisions to be made prior to
beginning the tasks. Within each procedure, additional but brief conceptual information
helps the user orient the specific task to the installation process as a whole and reiterates
configuration decisions needed at this point in the process.

Each installation manual your team produces should follow exactly the same structure,
down to the names and characteristic content of each introductory, procedures, or trouble-
shooting sections, so that users benefit from a reliable and consistent presentation of the
subject matter. As your set of standard design patterns is completed, your authors will
know exactly how they should structure the information they are designing. In using
design patterns for each deliverable, your authors provide users with a framework for
organizing content that makes information access easier and improves their overall expe-
rience with your content.  
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Figure 7-2: Installation manual design pattern 

Extend the design patterns to define your standard set of information types
Technical and procedural content can be usefully organized into a series of distinct informa-
tion types. Each information type defines the content of a standalone topic that represents a
complete piece of information for the users. A typical set of base information types for tech-
nical content includes

✔ Concepts

✔ Tasks

✔ Reference information

A typical set of base information types for procedural content includes

✔ Policies

✔ Processes

Reference

Task

Concepts

Installation Design
Pattern

Introductory
Concepts
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✔ Tasks

✔ Reference information and job aids

A design pattern for each information type defines the standards for content units and
the hierarchy and sequence in which they must be presented. For example, you may
define a policy as shown in Figure 7-3.

Figure 7-3: An example of a standard policy template 

Each section is given a standard label and the content to be included is defined. A policy
standard like this one would likely be accompanied by instructions for its implementation.

Policy writing guidelines
The guidelines for writing policies are as follows:

✔ Policy statements are simple statements of the rules that the organization follows
to conduct its day-to-day business activities. Policy statements, because they rep-
resent the basic values and beliefs of the organization, rarely need to change—
Once a policy statement exists, it should apply for many years. 

Policy Title and Number

Policy Date

Policy Approved by

What this policy is about
This section explains the reason for the policy and states the subject area to 
which the policy applies. Do not detail organizational values in this section.

To whom this policy applies
This statement clarifies who is affected by this policy.

Underlying principles
This section refers to the organizational values that underlie the policy. It 
should not be a restatement of the “what this policy is about” section.

The policy 
This section clearly and succinctly states what the policy is. It establishes the 
rule or guideline to be followed in conducting activities that are the subject of 
the policy.

Explanation
This section explains the context and reasons for establishing this policy. This 
section is optional.

Associated documents
This section lists documents that are integral to making the decision about 
this policy, for example, a regulation, an issue paper, a statement in an official 
document, or another corporate policy statement. This section is optional.
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✔ Policy statements are statements of fact. As such, they are written in direct language
without qualifications—For example, a policy might state: It is the policy of the
organization to hire people without regard to gender, race, religion, or national ori-
gin. That’s a short, sweet, succinct statement of what is.

✔ Policy statements exist to tell why something is done. As such, policy statements
contain no procedural information—For example, the hiring policy does not state
that the origination accepts applications only from people who have completed
the hiring application form. Completing a form is a procedure, not a policy. Policy
statements contain no job aids or requirements because those documents represent
what to do and how to do it. 

✔ Policy statements, written effectively, help staff members understand the reasons
behind the procedures they are asked to follow diligently.

✔ Policy statements are written in the universal present tense, as exemplified by this
statement. Policy statements never use “will” or “shall,” because these words
imply a future rather than a present state. If you are planning to do something in
the future, it is certainly not your policy now.

✔ Policy statements sometimes contain the verb “must,” but many statements con-
taining this verb are not policy statements—The statement, “directors must sign
all ABC forms,” is not a policy statement but might be a step in a process directive
or a work instruction. 

✔ Policy statements are written in plain language—Several federal government lead-
ers in past administrations have endorsed a plain language policy. The organiza-
tion does the same. The goal of such a policy is to ensure that every staff member
and volunteer can read and understand what the policy intends for them and their
day-to-day business activities.

✔ Policy statements are positive—We try to make policy statements positive rather
than negative. Negative statements are always more difficult to comprehend
than positive statements. We avoid statements such as “policy statements are
not negative,” because the double negative in this statement makes it almost
incomprehensible.

✔ Policy statements should be complete enough to be understood on their own but
not so detailed as to require frequent revision.

Guidelines of this type are developed for each information type and should be accom-
panied by examples to further clarify the intent of the guidelines.
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A concept information type for an XML-based Information Model using the Darwin
Information Typing Architecture (DITA) that is an OASIS standard might be defined in
your Information Model, as shown in Figure 7-4.

Figure 7-4: A complete description of the concept information type

Develop user scenarios to define content for specific projects
After you have implemented your overall Information Model, you must develop specific
user scenarios to plan the content for each project. At the project level, user scenarios
describe how people are most likely to use products. If you are planning a hardware prod-
uct implementation, for example, you want to develop scenarios around installation, con-
figuration, and basic and advanced use of the product functions. If you are supporting a
software product, you consider how your users are likely to interact with the software
functions. If you are planning a series of procedures to support operations, you must con-
sider how the users perceive the tasks that they must perform.

Consider the user scenarios developed to plan the information needed by new users of
a database marketing software system. The intent of the software was to help small busi-
ness owners conduct more effective marketing campaigns. The user analysis targeted
business owners who were usually computer novices and distrusted analyzing their cus-
tomers with software. Their agenda was to increase revenues by getting paying customers
into their stores. The Comtech staff had to convince them that the software could help.

concept
(information
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Required order

title
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conbody

related-topics?
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Here is one user scenario that emerged from the analysis:

The manager of a small retail store believed her customers came primarily from the older part
of town. They wanted to replace stained glass or add to existing glass displays. She ran her ads
in a small local newsletter. After getting her customer information into the software database,
she analyzed the customers according to zip codes. The analysis revealed that her best cus-
tomers and the highest percentage of her revenue came from the new subdivisions. Customers
wanted stained glass for their new entryways, dining areas, and other areas that needed an
improved design.

On the basis of scenarios like this one, the information developers created a list of tasks
that the business owner needed to perform to be successful. They also decided that the
owners needed brief basic conceptual information to understand the benefits of database
marketing. Based on the user analysis, the developers were convinced that the managers
were not willing to read much about the product. They wanted to get immediate results
and improve their business results.

Project-specific user profiles and scenarios lead to decisions about the content to pro-
duce and the manner in which it will be delivered to a variety of users.

Best Practice—Communicating user profiles and 
scenarios to team members
Communicating the products of your research and analysis to your team mem-

bers and stakeholders is essential to garner support for the Information Model to come.
Your plan for the new model may include developing a standard set of information types
that information developers will follow to create consistent topics. The model may result
in new ways of delivering content to customers that will require information developers
to work in collaborative teams on information design and development. Your new model
may require new skills in web or quick reference design in the team. You need their sup-
port to implement the Information Model. To gain their support, you need their under-
standing and appreciation of the user profiles and scenarios.

After NCR’s check processing division conducted their study of the users of their
check-processing equipment, they created large posters that were hung in the employee
cafeteria so that everyone in the organization had an opportunity to learn from their user
research. The information architecture team at Navision created a user profile website that
included photographs of their “typical” users and detailed accounts of their jobs, respon-
sibilities, product use, and need for supporting information. The website was made avail-
able to everyone in the company. 

Intuit developed a set of posters with details about representative product users that
provided a foundation for user scenarios that affected product, interface, and information
design. Posters help to focus attention on user profiles and keep the profiles visible
throughout the organization. They presented this information at an industry conference.

In organizations like Intuit, responsibility for developing user profiles and scenarios
lies primarily with the usability and interface design teams. Unfortunately, these teams do
not always include an analysis of information needs in their research. You may find that
responsibility becomes yours as an information architect.
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As you develop your understanding of the information users, give presentations to your
team members so that they share your knowledge. If team members have contributed to the
information gathering, include them in the presentations, especially if you have multiple
product teams that need to take the user information into account in their information-
development life cycle. In large organizations, you may want a person from each product
group on your information-architecture team to ensure representation, learning, and com-
munication of customer profiles and scenarios back to the team members.

Plan your communications carefully and follow through. Your team members may
range from enthusiastic and receptive to mildly disinterested in user information.
Especially among those information developers who are reluctant to change the way they
develop information, you could have everything from a negative and skeptical response
(I don’t think customers really want that) to a pronouncement that the information about
customers is irrelevant to their work. 

Communications with stakeholders outside your immediate team are equally impor-
tant. If product managers, marketing managers, product developers, and others are accus-
tomed to dictating the type of information produced and delivered with products, the
Information Model will be disruptive. If they understand that your model is based on
data about the users, not upon guesswork, you will be more successful in gaining their
support or at least their reluctant acquiescence. Many product developers believe that
users are like them in their information needs. When you hear people state that users
don’t need information to support their use of the product, you’re often hearing their own
personal perspective on information. Bringing data to bear on your decisions about the
Information Model will improve your chances of getting it accepted.

Summary
Developing user profiles and scenarios is the essential first step to building a user-centered
Information Model. Without an understanding of your user community, their personal
agendas, and the way they interact with information resources, you are more likely to
develop a model that satisfies authors and product developers but that customers find
inadequate. Primed with a thorough understanding of how your users are to be supported
with information, you can create a model that fosters customer success and satisfaction.

To develop the information, you need to do the following:

✔ First determine the most likely jobs and roles that you believe users will perform.

✔ Confirm your preconceptions with real data by surveying, interviewing, and visit-
ing users in their real-world locations.

✔ Based on the results of your user investigations, develop user profiles that accu-
rately describe your users as real people with real personalities.

✔ Armed with sound user profiles, create overall scenarios that support your user’s
agendas with tasks, concepts, and reference information.
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✔ Develop delivery solutions that will help users access the information they want
quickly and easily.

✔ Communicate your Information Model to information developers and other
authors and stakeholders so that they understand how the model was developed
and why it will promote customer satisfaction and operational efficiency.

The best Information Models are products of sound user studies. With users in the fore-
front, you will design information that enhances customer satisfaction while keeping
operational costs under control.
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“If we keep measuring our information
quality, we will continuously improve.”

6 Sigma
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Optimizing Your
Organization’s
Efficiency and
Effectiveness

The New Six Sigma integrates best-practice processes with tools
designed to help leaders in driving their business strategy for
dramatic short-term business results while building sustained
future capability.

Matt Barney and Tom McCarty, The New Six Sigma

Senior management, concerned about the expense of supporting
first-class information development activities, asks information-
development managers to measure the productivity of their
organizations and make a business case for the value of their
information products to the customers. In response, you may be
tempted to throw together a list of things you can count: num-
ber of pages produced per year, number of pages produced per
writer, number of customer complaints about documentation
and number of complaints resolved, number of typographical
errors found in documentation, and so on. The result is an awk-
ward set of countable items, many of which have nothing to do
with productivity and provide little evidence that customers
find value in the information they access.

Developing a comprehensive program to optimize the effi-
ciency and effectiveness of your organization requires a much
more thoughtful approach, one that ensures that you are mea-
suring only what you need to measure to ensure that you are
meeting your goals. By following a process of goal setting, 
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instituting innovative practices to support your processes and products, and analyzing
the successes or failures, you can create a useful improvement program and report mea-
surable, even quantifiable outcomes to your management. The process you learn about in
this chapter is related to the successful process called Six Sigma, originally introduced at
Motorola and now part of most managers’ tool kit. Six Sigma is based upon a program in
which you make small, incremental changes in pursuit of a performance and productivity
goal. As each small change is implemented, you measure the success of the change and
decide if you are going in the right direction. If the results are negative or not as robust as
you had expected, you can use the incremental change process to adjust the implementa-
tion or pursue another course. 

Information-development managers often begin to take process improvement seriously
when they are questioned about the efficiency and effectiveness of their operations by
senior management. I usually receive calls from managers who are surprised to be asked
to measure performance. They are often at a loss how to proceed and usually fall back on
some aspect of operations that is easy to count. The danger of course is that you get what
you measure. If you decide that you can easily count typographical or stylistic errors in
documentation, you are likely to get documents that are error free but provide little infor-
mation of value to the users. 

The questions that most managers should ask themselves are quite different from find-
ing something that is easy to count. And, managers should never wait to be forced to
begin a program to optimize efficiency and effectiveness. As a business-savvy manager,
optimizing performance should be one of your most important objectives. Consider the
questions about performance that you might ask:

✔ Is the staff as productive as it should be?

✔ Are we more productive this year than last?

✔ How long does it take to produce our information products?

✔ How much does it cost us to produce each deliverable or library of information
products?

✔ If we add new tools and technology, will we reduce costs and increase efficiency?

✔ If we change the way we architect our information, will customers be more or less
satisfied?

✔ How do we measure the effectiveness of the information we produce?

✔ Are we providing customers with the value they expect from our information?

✔ Are we decreasing or increasing costs in other parts of the organization?

✔ Is the cost of our operation commensurate with the value produced for customers?

By pursuing answers to questions like these, you are on your way to running your
operations in a manner commensurate with the demands typically put onto operations
departments in most organizations. 
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Best Practices in Optimizing Efficiency
and Effectiveness
Running an efficient organization is particularly satisfying to a manager who wants to be
viewed as aligned with the goals of the larger organization. You will likely discover that
your cost-reduction projects get the attention of senior management, at least until the next
round of cost reductions begins. More importantly, however, is that developing and insti-
tuting efficiencies should give you time to be more effective in meeting the needs of your
customers. If you can eliminate redundant or low-value activities, you will find more time
for high-value activities that win customer support.

In this chapter, you learn about six best practices for optimizing the efficiency and
effectiveness of your enterprise:

✔ Defining your goals for efficient and effective performance

✔ Analyzing your processes with respect to your goals

✔ Investigating industry best practices (IPMM)

✔ Developing methods for measuring efficiency and effectiveness

✔ Improving processes and measuring results

✔ Pursuing techniques for measuring effectiveness

The best practices here provide you a step-by-step process for making and measuring
improvements in your processes.

Best Practice—Defining your goals for efficient and effective
performance
The most critical aspect of developing your process optimization program is set-

ting goals. Your goals should address the issues of greatest concern to your management.
Those concerns are likely to be different, depending upon the nature of the business you
are in and the position of your business with respect to the competition. 

When one individual was a director of publications, her company was the industry
leader with more than 80% of the market share. Given that leadership position, senior
management was concerned with maintenance rather than advancement. Operations
managers were informed that they should work to produce acceptable but not industry-
leading information products. Clearly, the company was more interested in keeping costs
in line than bolstering quality.

At the same time, the leading competitor in the industry was investing heavily in qual-
ity improvements to its information development. They were actively engaged in process
improvements, adding new tools and technologies to their activities, and encouraging
staff to pursue new approaches to information design. The publications manager actively
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pursued information about the position of products in the technology adoption life cycle
so as to optimize the resources for the fastest-growing products. 

Other organizations I have worked with found themselves forced to abandon industry
leadership positions as their products and the information moved to commodity status.
As commodities, their products, even the newest ones, were achieving minimal profitabil-
ity. As a result, the major corporate goal was to drastically reduce operational costs,
including moving much of the work to offshore locations in low-cost economies. The
goals imposed upon the information-development manager were to make the low-cost
operations as productive and efficient as possible. They actively pursued technology
improvements that would reduce costs and development time.

At the other extreme, I see high-flying organizations in which enhancing customer
value through superior usability and information is the focus. In such organizations, the
information-development managers are growing their departments, pursuing innovative
ideas, investing in the latest technologies, and ensuring that staff members obtain the lat-
est training and exposure to the most progressive sister organizations.

Clearly, your goals for optimizing the efficiency and effectiveness of your operations must
align with the position of your company and the products you support in the market. If you
have not yet considered the position of each of your products in the Technology Adoption
Life Cycle, be certain to review Chapter 5: Understanding the Technology Adoption Life
Cycle.

Once you understand the overall corporate goals and the goals associated with each
product, you are prepared to set your own organizational goals. One way of identifying
goals is through an examination of your organization’s strengths, weaknesses, opportuni-
ties, and threats, popularly known as a SWOT analysis. Note that SWOT stands for
Strengths, Weaknesses, Opportunities, and Threats. In conducting a SWOT analysis,
assemble either your entire staff or the key leaders in your organization. If you have con-
tributors at dispersed locations, consider a joint meeting, face to face if possible, to con-
duct the SWOT analysis and use the results to focus on your performance goals. Table 8-1
shows the results of a SWOT analysis by one team anxious to improve the quality of its
information deliverables while keeping costs in line. This particular team was less anxious
to reduce costs than some others, although they saw opportunities in streamlining their
processes and reducing the redundancy of the information they produced. 

Table 8-1: Result of an Information-Development SWOT Analysis

STRENGTHS WEAKNESSES
Skilled, professional staff members Lack of automated process steps
We really know the subject area. People are not used to collaborating.
We have pretty good contact with the customers. Difficulty overcoming resistance to change
We’ve already started to analyze our information. Used to working in product silos with little collaboration
We have experience in reusing content among Very time consuming final production process
deliverables. Duplication of content
We’ve already conducted some new projects that 
have been successful.
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OPPORTUNITIES THREATS
Increase our focus on the customers • They’ll reorganize us before we accomplish anything real.
Recognized as experts in the subject area and the • We need to make our deadlines.
customer needs • We don’t have the resources to devote to learning a 
• Ability to move into continuous publishing with regular new way of working.

updating • We need quick results and this will take too long.
• Chance to reduce development and translation costs • We’re already much too busy; how will we fit in 
• Better process to produce online help at less cost anything new?
• Reduce in support costs due to documentation • We keep trying new things that don’t work out anyway.

shortcomings • We’re much too cynical for this to succeed.
• New learning among team members; new tools; 

new skills

As a result of your SWOT analysis, you may develop goals like the ones on this organi-
zation’s list:

✔ Reduce the duplication of content in the documentation of different versions of
the same equipment. Write once and reuse in multiple deliverables.

✔ Reduce the overall volume of content delivered to both internal and external users
to that necessary to support their job performance.

✔ Reduce the cost of maintaining the information among multiple deliverables and
across multiple versions of the products.

✔ Reduce the time required to prepare multiple deliverables for publication.

✔ Increase the number of languages being supported while reducing the cost of
translating the content into each language.

✔ Increase the consistency of structure in the content so that users can more easily
find and understand the information.

✔ Reduce the number of calls to customer support by increasing the online accessi-
bility of information.

✔ Increase customer satisfaction with the technical information they receive.

✔ Reduce the duplication of effort between information- and training-development.

Note that while each of these goals might lead to process improvements, none of the
goals requires the implementation of new tools and technology. In that, the goals differ
from organizations that frame their goals in terms of obtaining a content management sys-
tem or authoring in an XML editor. Those activities provide the means for reaching the
goals, but they are not the goals themselves.
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Best Practice—Analyzing your processes 
with respect to your goals
With your goals identified, your next step is to analyze the processes that you use

to reach your goals today and to develop any processes that do not yet exist. For example,
if one of your goals is to reduce the content that is duplicated among deliverables, you
need to understand why that content is being duplicated in the first place. You may find
that each deliverable for a suite of products is assigned to a different information devel-
oper who works independently. As a result, concepts that support all the products are
written about multiple times, often with key information presented differently. Tasks that
are performed for all the products are written separately even though most of them are
identical or have minor differences in procedures. Reference information such as installa-
tions parameters, equipment lists, and specifications tables are produced uniquely for
every version of the product even though the information is exactly or nearly the same. 

Obviously, to achieve the goal of reducing duplication of work and content, you will
have to change the way assignments are made and information developers work. In this
case, a project manager or team lead and the information developers involved need to
develop a new process in which they plan the content collaboratively, parcel out work
assignments to the appropriate developer, account for the required differences in similar
content using conditional text or its equivalent, and create a single source of topics that
can be assembled into the appropriate deliverables required for each product version.

Consider another set of goals—that of increasing the number of languages into which
the information is translated at the same time decreasing the cost of translating in each
language. A number of processes may be affected in trying to reach these goals. Clearly,
the localization process needs to be streamlined to remove costs from the system. That
streamlining might include a change in authoring as well as a change in the process of
moving content to the localization service provider:

✔ If only the topics that have changed from the previous release of the product are
sent to the localization service provider, the cost of reviewing unchanged topics
will completely disappear. 

✔ If it were possible to mark only those sections of an existing topic that had changed
from the previous release, the number of words to be translated might be further
reduced. 

✔ If the topics were sent to the service provider when groups of them were reviewed
and approved rather than waiting for an entire deliverable to be complete, the
translations could be completed in a more timely manner. 

✔ If the organization instituted more automated publishing processes, it might be
possible to produce final deliverables in multiple languages without expensive
desktop publishing at the last minute. 

Not only would these steps require changes to existing processes, they might also
require new tools and technology to support automating the final production work.
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Once your goals are established, you can examine existing processes and identify
potential areas for improvement. However, you will find it tempting to try to change
everything at once. I recommend that you approach the changes incrementally, starting
small and tracking the change to ensure that it is delivering the expected improvement.
For example, you may decide that you can fairly quickly automate your process of assem-
bling content into multiple deliverables before you can change the process by moving to
topic-based authoring. By instituting an incremental change, you can measure the out-
come and decide if that change is helping you to reach your overall goal.

You might be able to reduce the duplication of effort by sharing easily reused content
among deliverables before you tackle the problem of creating master topics that include
all the differences among the products. In any optimization effort, you will be considered
more successful if you can deliver improvements quickly rather than take years to put
every change into place. Quick wins are a way to demonstrate to your senior management
that your process improvements are bearing fruit. Quick wins enable you to garner sup-
port and funding for additional projects that may require more time and cost more to
implement. One team, for example, decided to introduce structured authoring using their
existing desktop publishing system before moving to a new XML-based authoring envi-
ronment. As a result, they could concentrate on redesigning and improving the content
and pursuing a minimalist agenda before asking everyone to learn new tools and a new
way of creating content.

Your objective should be to identify incremental changes in process that you can easily
measure to discover if the change is producing the effect you want.

Best Practice—Investigating industry best practices (IPMM)
It is possible for you and your team members to pursue innovations without ever
learning from any other organization, but you will find it more efficient and pro-
ductive to learn about the best practices adopted by other industry professionals,

especially if those best practices have yielded measurable improvements. 
I recommend that every information-development manager engage in benchmarking by

comparing processes with successful managers. The benchmark projects I have managed
have been overwhelmingly successful. In 1999, for example, Comtech Services developed
a benchmark project among information developers in the telecommunications industry.
Thirty-five independent departments in ten organizations took part in the study. Each
department manager and staff members responded to detailed questionnaires and took part
in on-site interviews. During the interviews, they identified practices in their organizations
that had proven to be successful. They also revealed areas in which they knew they should
improve, especially in terms of customer knowledge. The resulting benchmark report
detailed the state of each department and described a large number of documented best
practices. Each department received a detailed set of custom recommendations and a listing
of the best practices that had been derived from their work. At the benchmark conference
attended by more than 100 participants, department managers and team leaders reported
on their best practice and exchanged ideas for process improvements. It was most interest-
ing to watch the exchange among departments from companies that were direct competi-
tors. After some initial trepidation, the managers discovered that they could all contribute to
the value delivered to what were often mutual customers. 
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Other benchmark studies are not so wide-ranging and often include not direct competi-
tors but organizations with some characteristics in common. One benchmark study
focused on companies that are accountable for maintaining a high level of service to their
corporate customers through defined service level agreements. Another benchmark
looked at organizations that were pursuing incremental process improvements and were
concerned with measuring the results. A recent benchmark study included organizations
trying to establish information-development teams in China.

Managers and staff members who attend national or regional conferences, take part
in industry training opportunities, and maintain contact with like-minded managers
through listservs and user groups can learn about innovations pursued by others in the
industry. Learning about the practices of organizations that have won awards in their pro-
fessional areas provides an informal benchmarking opportunity. Comtech Services ran a
benchmark study that looked at the practices of companies that had won national awards
for the quality of their customer service, a study that resulted in the customer partnering
best practice described in Chapter 6: Developing Relationships with Customers and
Stakeholders. The only caution I offer about informal benchmarking is to recognize that
you should not blithely accept the word of a manager and organization that you know
nothing about. Managers ask questions on chats and listservs that attract responses from
people who are otherwise unknown to them. The responses might be interesting and
thought-provoking, but in such an informal setting, they are difficult to validate. In a for-
mal benchmark, you can carefully select the participants because they represent organiza-
tions that have been identified independently as well run or successful in reducing costs
and increasing value.

The Information Process Maturity assessment described in Chapter 2: The Information
Process Maturity Model is itself a benchmarking opportunity. Because the IPMM was
developed through an assessment of best-in-class information-development organizations
and continues to be updated based upon a wide knowledge of well-run departments and
effective managers, it provides a baseline from which to judge your own efforts. For each
of the nine key characteristics in the original model, the IPMM establishes a set of best
practices that represent the work done by increasingly sophisticated and effective organi-
zations. During an IPMM assessment, you can compare your own practices to those of
organizations that have achieved a Level 3, 4, or 5 in the IPMM. 

In pursuing industry best practices, follow a few simple steps:

✔ Determine what characteristics of benchmark partners are most important to your
comparisons. The characteristics might include industry (competitors), organiza-
tional structure and size, use of tools and technologies, depth of customer relation-
ships, award-winning publications, and others that are similar to the issues you
have been chosen to examine.

✔ Identify a group of potential benchmark partners that you understand to have the
characteristics you want as points of comparison. Use your networking or work
with a benchmark consultant that knows the industry players well to find the best
possibilities.
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✔ Develop a benchmark plan, including the goals you would like to achieve, and
share the plan with the managers of the partner organizations. Solicit their interest
in pursuing the benchmark study. Recognize that it is always more difficult to
develop a benchmark study with your competition. 

✔ Develop a questionnaire to collect basic information from each partner. 

✔ Develop a set of questions to address in visits to each partner’s location or through
telephone interviews. Personal visits always yield the richest information about the
partner’s best practices and everyday processes.

✔ Gather your notes and create a report of the study results that you will share with
all the partners. In the report, you may have permission to reveal the identities of
the partners. In some cases, you will have to disguise the identities, especially
when the partners are in the same industry. 

✔ Send the report to the partners for review. Make factual corrections to the report
after it has been reviewed by all the partners.

✔ Arrange for a conference call among the partners after they have all had a chance
to review the report. Consider continuing the relationship over a longer period of
time with periodic conference calls.

✔ If possible, arrange for a meeting of the participants in which everyone shares
ideas and discusses setting up ongoing activities.

A benchmark study of this sort does take time and energy to set up and conduct.
However, the results are worth the effort. The knowledge you can gain about successful
practices in other organizations provides the basis for your own process improvement
activities.

Best Practice—Developing methods for measuring
efficiency and effectiveness
During many benchmark studies, I find it frustrating to learn that there is no

quantifiable data to measure the effectiveness of an interesting process improvement. The
manager and team members have moved to topic-based authoring, introduced XML edit-
ing, added a content-management system, developed a new minimalist approach to their
information, created specialists in quality assurance and information architecture, all
without one shred of factual evidence that the innovation is successful. In most cases, they
have informal, anecdotal accounts of improved productivity, more efficient processes, or
better quality to the customers. But without measurable outcomes, they often have noth-
ing that persuades senior managers, especially finance-oriented senior managers, that the
innovations have been worth the effort.

Measurements are not difficult to establish when you examine a new process, but they
do require that you develop baseline data on your existing processes before you institute
the incremental change. In Figure 8-1, the flow chart shows the recommended process for
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developing your measurements methods in direct relationship to your business goals. The
steps illustrated in the flow chart are provided in more detail here:

✔ Define your initial goals.

✔ Establish the required measurements for each of the goals. You may have multiple
measurements related to a single goal.

✔ Set up a process for collecting the data and educate staff members (a change man-
agement process).

✔ Collect data and use it to establish baselines for each measurement and goal.

✔ Analyze the data for the identified projects during the six months for the project.

✔ If the goals are not met, identify issues and plan improvements to achieve the goals.

✔ Educate staff members who are charged with making the improvements.

✔ Reiterate the improvement process until the goals are achieved.

✔ Train the staff to handle the metrics in the future to provide ongoing information
about the efficiency and effectiveness of your processes.

Establishing your business goals is the first step in the process. Note one of the goals
identified by the SWOT analysis in Table 8-1. The manager and team members want to
reduce duplication of effort by sharing topics among deliverables in writing content for
those topics once rather than multiple times.

The second step is to define the metrics you will use to evaluate your progress toward
meeting the goal. What measurements would be interesting to gather that would show
that the goal of reducing duplication of effort has been accomplished?

✔ By examining the legacy content in the deliverables for a suite of products, deter-
mine how many individual topics or sections of content were produced by all the
information developers who have been producing their content independently.
Count the number of existing topics and the number of words or pages of text
they represent.

✔ Institute the new process of developing topics collaboratively and assembling
them into the required suite of deliverables. Count the number of topics produced
using the new process and the number of words or pages they represent.

✔ Determine if the new process has resulted in a net decrease in the total number of
topics now being produced.

✔ Calculate the amount of time required to produce a new release of the information
given the legacy content. You will likely know how many developers worked for
how long to update the existing content.

✔ Calculate the amount of time required to update the information by producing a
reduced set of topics.
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Figure 8-1: Information Development Efficiency Improvement Process

Daphne Walmer, director of publications at the CRM division of Medtronic, conducted a
study similar to the one described here as a pilot project following the implementation of
their new content management process. She reported a 60% reduction in writing time to
produce a single set of topics from which more than one deliverable could be assembled. 

Another publications manager discovered that the new release of the information,
based on the reuse of topics in multiple deliverables, reduced the time required for infor-
mation development by 50%. One information developer was able to complete a project
that had traditionally required two people full-time. 

Sometimes the results of a change can be evaluated by examining a representative 
sample of the new output. For example, one of the goals I reviewed was to improve the
consistency in the structure of like information. In one organization, the information devel-
opers followed the Darwin Information Typing Architecture (DITA) to produce concept,
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task, and reference topics. The goal was to ensure that the topics followed the authoring
guidelines and were uniform in their presentation of information to the user. The first mea-
surement was applied to the legacy content. 

A selected sample of topics could be compared to discover how consistently structured
they were. Let’s say that in an examination of 100 topics of each type, we found that 25%
followed a very similar structure, 50% showed minor deviations from the standard struc-
ture, and another 25% were structured in a decidedly different way. After the new author-
ing guidelines were instituted, existing topics were restructured and new topics produced
following the standards. An examination of a new set of 100 topics revealed the following
results. Sixty percent of the topics were structured according to the standards with no
variations; 20% of the topics showed minor deviations from the standard; the remaining
20% were still different enough to be considered problems. As a result of the before and
after comparisons, you might conclude that a marked improvement in consistency was
achieved but additional work was needed to bring the remaining content into compliance
with the standard.

Best Practice—Improving processes and measuring results
Once you have developed your goals and defined the measurements you will use,
your next step is to develop a method for instituting the measurement in your
organization. It is time to introduce the method to the staff members who will be

responsible for collecting the data, typically your information-development teams and
the team leaders. In many cases, you will find that your teams are reluctant to collect data
about their projects. They feel threatened by the suggestion that their work will be mea-
sured quantitatively. They believe the data will be used to evaluate individual performance
and result in a staff reduction. They argue that they are too busy doing their primary task
of creating content to waste time on data collection.

Your key to success when you are confronted by these objections is change manage-
ment. You will find it best to begin with your business goal, stated clearly and forcefully
to emphasize the importance senior management places on measuring results. In change
management, managers often find it important to create a “burning platform,” a scenario
designed to impress upon people the necessity of the change. For goals and measure-
ments, you can emphasize that if you do not become more efficient in your processes,
senior management may be encouraged to look for other opportunities to reduce the costs
of your operation, including offshore outsourcing to low-cost economies. Once your team
understands the importance of goals and measurements and the necessity of process
improvements to meet business goals, they are most likely to become strong partners in
the process change rather than cynical observers. 

When you institute new measurements to your teams, be certain that you find an effi-
cient way to gather data. If the data is available without people’s involvement in its collec-
tion, find ways to collect what you need without them. For example, if you have a content
management system that provides reporting on the total number of topics in the reposi-
tory, you can extract the data directly from the system before reviewing it with your team
leads and project managers. 

Be extremely careful to limit the data you collect, especially if you expect individuals to
collect it. Nothing is more demotivating than collecting project data that is never used to
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draw conclusions and spur new actions. If your staff finds that you ignore the data you
have asked them to collect, it is increasingly difficult to achieve their compliance and learn
anything about your operational efficiency.

Collecting baseline data establishes the starting point for your process improvement
activity. You cannot measure improvements unless you know where you are starting.
Many managers are reluctant to measurement improvements because they have no base-
line data. They argue that they don’t know exactly how much time it takes to produce
individual topics or final deliverables. They don’t know how much content they have in
terms of topics. They don’t have records of how much content has been reused in the past,
if only by cutting and pasting.

Even if you have little specific data on past activities, don’t use the lack of data as an
excuse. By going back into your content or reviewing the approximate amount of time
devoted to various information-development activities in your organization, you can
often make a reasonable approximation of the baseline data. You can always refine your
approximation when you review the new measurements. 

The following example shows how you might specify the relationship between your
goals, your metrics, and your baseline measurements.

Chapter 8: Optimizing Your Organization’s Efficiency and Effectiveness 195

Efficiency Measurement Process
Template for the development of goals and metrics for process improvement.

Goal

Reuse content to minimize the number of topics in the repository. Lower the ratio of repository content to
produced content from 1 (no reuse) to 0.8. 

Metrics

1 Number of topics of produced content (PROCON)

2 Number of topics of repository content (REPCON)

Baseline

Determine a base line for PROCON for topics of content in the previous release. Determine a base line for
REPCON for topics of content in the repository at the time of the previous release. If the count is the same for
both metrics, the content reuse is zero. The ratio of REPCON/PROCON will vary from a small fraction to one. 

Analysis

A ratio of one represents no reuse. The optimal ratio is something less than one and depends on how many
times topics can be reused. Our goal is to bring the ratio down to 0.8. This does not imply a percent reuse of
30%. If two identical documents were produced using the same content in the repository the ratio would be 0.5
while the percent reuse would be 100%. If three identical documents were produced using the same repository
content, the repository-content to produced-content ratio would be 0.33 while the percent reuse would still be
100%. The repository-content to produced-content ratio is a better measure of reuse than percent reuse.

continued
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For each of the goals you have identified, use this template to identify your process
improvement and the measurement you will use to evaluate success. You may have more
than one metric associated with a goal.

You may find it difficult to decide how to create an effective metric. Remember that you
need something that you can count: number of words written, topics created, topics writ-
ten accordingly to authoring guidelines, topics shared with the training organization.
Each of these metrics looks at the efficiency of your organization in performing its work.
In general, you can use efficiency metrics to decrease the amount of time and effort it
takes to produce your information. Productivity metrics are evaluated for entire projects
or for the processes in your organization as a whole. 

Although you can use productivity metrics to evaluate the work of individual informa-
tion developers, doing so present a number of problems. Work assignments in an 
information-development team are rarely equal:

✔ Certain information developers are assigned work that is more difficult or easier
to accomplish.

✔ Certain subject-matter experts are more or less cooperative, knowledgeable, and
communicative.

✔ Subject matter is difficult and ill-defined, making it difficult to explain it in a use-
ful way.

✔ Users are poorly defined so that it is difficult for information developers to decide
what they do and do not need to know.

✔ Products undergo significant changes in direction during development, contribut-
ing to delays and rewriting.

✔ Regulatory changes require policies and procedures to be reworked multiple
times.

Efficiency Measurement Process continued

While developing the next release of the documentation, measure Metric 1 and Metric 2 and calculate the ratio
of Metric 2 to Metric 1.

Improvement

Look for ways to reuse content in delivered documents. Reuse can be maximized by designing topics for reuse
before content is added to them. Normalize your content by designing topics to be reused and topics that are
specific to one instance. Use variables and references to independently maintain content within your topics and
to handle specific content wherever possible. The goal is reached when the ratio of repository content to
produced content is 0.8.

If the goal is not met, make design changes to topics in the next release until the ratio falls to 0.8. If the goal is
met, maintain the ratio for future iterations or set a new goal.
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✔ Stakeholders who have not been involved in planning the work suddenly want
their points of view taken into account.

✔ Products don’t follow the specifications. When writers finally get to see the prod-
uct, it doesn’t work the way it was supposed to.

For many reasons, some projects and assignments take longer to complete than others.
The skills that your information developers bring to a project may also differ in ways that
reflect on their productivity:

✔ New hires need to learn how to maneuver in your organization.

✔ New information developers need to learn what is expected of them in your orga-
nization and with information development in general.

✔ Even experienced information developers may be challenged by new technology to
write about, new tools, or a new type of information development. For example,
someone moving from books to topics may find his or her productivity temporarily
reduced.

Nonetheless, you still encounter people and situations that don’t produce at a level
you expect. One caution: if you are yourself an old hand in the organization, having
grown up with the company and the subject matter, don’t expect everyone you hire to
work at your pace. 

Measuring individual productivity is possible without depending upon counting num-
bers of words, pages, or topics. One helpful metric is percentage of editing time. Editors
are often fully aware of writers whose work requires considerable intervention to make
acceptable. The time required of the editor in reviewing and managing changes to content
and writing style can be an effective measure. For example, imagine an information devel-
oper with two to three years of experience in the field produced 100 pages of information.
Next, an experienced editor spends between 25 and 30 hours reviewing, revising, and ask-
ing questions about that 100 pages of information. At 25% to 30% of the information
developer’s time, that high a percentage of editing time may reveal a serious problem
with the information developers work habits and productivity. You might tolerate a high
percentage of editing time for new information developers or for someone who is chang-
ing process, subject matter, or a delivery type. But the same percentage may be viewed as
excessive for someone with experience. Other measures may provide you with the data
you need to require that improvements be made in a timely manner.

Best Practice—Techniques for measuring effectiveness
Many of the examples thus far in this chapter focus on efficiency goals, ways to
improve departmental performance and productivity and reduce the cost of opera-
tions. Despite the focus on cost savings and reductions in headcount that dominate

corporate goals, the effectiveness of the information you produce in meeting customer
needs is equally if not more important.
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The only method most organizations use to measure customer satisfaction with a com-
pany, product, service, or sometimes information is a customer satisfaction survey. At the
most, such surveys will have one or two questions that mention information that the cus-
tomer receives to support use of the product. The survey questions are often quite high
level, asking if indeed the customer is happy (yes or no) with the documentation received.
Although a customer satisfaction rating can provide a baseline from which to measure
improvements, the information gathered by a simple survey is rarely useful in developing
innovative improvements. A simple, single-item question often does not reveal exactly what
information the customer is thinking of in the answer. They do not even ensure that the 
customer responding to the survey actually uses any of the information provided. I have
known of surveys answered by individuals in the purchasing office or on the shipping dock,
rather than those who might actually find the information valuable. I have witnessed sur-
veys answered by high-level executives who have no knowledge of the information pro-
vided to those who actually use the products. As a result, simple customer satisfaction
surveys are notoriously unreliable indicators of value.

To gather reliable data about the customers’ satisfaction with information requires a
more creative approach. You should focus not on asking if customers are satisfied but if
they receive value from the publications in line with their expectations. In many cases, the
customer who receives the primary value from the information is not the end user but is
an internal customer who serves the end users as well. Customer support personnel,
trainers, installers, consultants, and others who interact with the customers may find
value in the information your organization produces.

An indirect but potentially more effective way of measuring customer satisfaction
with information requires cooperation from customer support. Effective, easy-to-use, and
accessible information can have positive effect on reducing customer support calls. Your
goal, metrics, and improvement program might look like the following example.

Efficiency Measurement Process
Template for the development of goals and metrics for process improvement.

Goal

Reduce by 50% in a one-year period the number of calls to customer service that might be avoided by improved
user information. 

Metrics

1 Number of calls to customer service attributable to shortcomings in the user information (PRECALL)

2 Number of calls to customer service attributable to shortcomings in the user information after the
improvements are instituted (POSTCALL)
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In finding ways to optimize the efficiency of your operations, you also want to avoid
reducing customer value by also decreasing the effectiveness and value provided by your
information. If you can do both at the same time, you have a winning solution to use in
your Balanced Scorecard report. 

Summary
Managers are expected to measure the efficiency of their operations and work to improve
staff productivity and reduce operational costs. At the same time, they are expected to
maintain or increase customer satisfaction with the value provided by the work they
perform. 

Chapter 8: Optimizing Your Organization’s Efficiency and Effectiveness 199

Baseline

Determine a base line for PRECALL numbers based on consultation with telephone support management.
Review records of existing calls and count the number that might have been avoided had the user information
been more complete, accurate, or easily accessible. Determine the POSTCALL number over a set period of time
(six months, one year, etc.). 

Analysis

A ratio of one represents no change in customer behavior. The optimal ratio is something 2 to 1 or less,
depending on how many calls are avoided by improvements to the documents. Our goal is to bring the ratio
down to 2 to 1 by reducing the call volume by 50%. If the PRECALL number were 1000, the POSTCALL number
must be 500 or less to mean we are reaching our goal.

Improvement

Review call logs, talk with phone support personnel about the kinds of questions asked most frequently, review
possible additions, corrections, or changes in the architecture of the user information. 

Interview users to understand the ability to access information easily. You may discover that users cannot
navigate your information website or the CD-ROM they receive because the search mechanisms don’t work or
the topics lack appropriate metadata to help narrow a search. You may find that the end users don’t even
receive up-to-date copies of the information at all, as we found in one customer study.

Develop a plan for improving the information content and accessibility as needed. Make the changes, deliver the
improved content, and measure the results in number of calls received. In one project, we were able to reduce
the number of calls by 60% and the average call duration from 10 minutes to 2 minutes, an enormous savings in
customer support costs for a small cost of change in the information.
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As you develop your process for optimizing the efficiency and effectiveness of your
operations and measuring customer satisfaction, consider the following:

✔ Determine the goals you want to achieve for your organization by analyzing your
strengths, weaknesses, opportunities, and threats.

✔ Consider the improvements projects you need to put in place to reach your goals
and improve efficiency and effectiveness of your operations.

✔ Determine the measures you want to use to evaluate your progress toward meet-
ing your goals.

✔ Make incremental changes in your processes and measure the results.

✔ Determine if you have made the progress you want. If not, make another set of
incremental changes and measure again.

✔ Continue to make changes and measure the results until you have reached your
goals.

✔ When you reach your goals, consider resetting the goals or finding new ones to
continue your progress toward an efficient and effective organization.

Once you start using metrics to promote the productivity and effectiveness of your
organization, you will find that you have a common language with which to communi-
cate with senior managers, especially those most interested in reducing costs. Without the
language of metrics, information-development managers are often viewed as out of touch
with the mainstream goals of the business and unable to communicate about their work in
terms that senior managers understand. As you build your business acumen and become
an effective middle manager, your knowledge of business metrics will be your most
important and visible communication tool.
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Supporting Process
Improvements with
Effective Tools

If the only tool you have is a hammer, you tend to see every
problem as a nail.

—Abraham Maslow

Process improvement initiatives in your organization should be
designed with specific business goals in mind. You might decide
to improve a process to increase the productivity of your staff by
decreasing the time devoted to activities that add little value and
increasing the time for value-added work. You might further
decide in specific terms, as one group of information developers
did, that too much time is taken up by meetings. Their process
improvement was to restrict meeting time and redesign the way
they managed meetings. Their goal was to increase the amount
of time that people devoted to “content work.” Process improve-
ments to achieve business goals can obviously take many forms,
including improvements that help foster collaboration among
team members and cooperation among process stakeholders.

None of the process improvements mentioned thus far require
changes in tools. It’s important to keep in mind that many
improvements you might pursue have nothing to do with tools.
It’s too easy for technically oriented people to disassociate
improving processes from acquiring new technology toys. 

Tools are rarely the only answer, or even the best answer, to
process improvement questions. However, despite all the many
opportunities to institute process improvements without new
tools, many innovations and improvements throughout the
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information-development life cycle are supported by the acquisition and implementation
of tools that promise to make some work easier and faster.

Consider a brief history of tools in information development. Thirty years ago, most
information developers used typewriters. Word processors were introduced in the 1970s
but were often reserved for pools of word-processing specialists who entered your hand-
written documents into their systems. Only with the introduction of personal computers
into the workplace did most information developers use word processing regularly. Even
then, most documents looked like they had been typed. Only the largest companies like
IBM, Hewlett-Packard, Unisys, and a few others, used word-processing systems that
allowed you to transform tagged text into attractive print results.

The most significant tools change came in the mid-1980s with the advent of desktop
publishing, first on the Apple Macintosh and then on the PC. Information developers
were overjoyed at the ability to create typographic fonts and attractive page layouts with-
out the expense of typesetting or the imposition of tags. The tagging systems largely dis-
appeared, replaced by comprehensive desktop publishing tools with WYSIWYG layout
capabilities. 

When help systems first became available, they too required awkward coding of con-
tent. Once again, tools became available to make help topic development easier and more
visual. The same process occurred with HTML development. By the mid-1990s, informa-
tion developers were equipped with a suite of tools to guide the output of print, PDF,
help, and web deliverables.

Document-management systems became part of information development in the 1980s,
first to provide basic library functions like version control and check in/checkout security
and automated workflow systems. Content-management systems were developed to
include the management of structured, tagged content. The addition of automated work-
flow systems to content-management systems supports the movement of content through
the information-development life cycle. It has become easier to route documents through
the stages of writing, editing, review, and approval. 

More recently, content-management systems specifically designed to handle technical
information have addressed the requirement to make smaller chunks of content easier to
use in multiple contexts and multiple media. Added to these component-centric content-
management systems have been tools to better support authoring in XML and implement-
ing a topic-based information architecture. Systems like the Darwin Information Typing
Architecture (DITA) support assembling topics into books, web pages, or help systems
rather than authoring directly into the chapters and sections of books.

Enhancing the authoring process are increasingly sophisticated tools for editing and
reviewing electronic copy, including systems that allow multiple reviewers to see each
other’s comments, avoiding duplications and reducing the number of contradictory 
suggestions.

An ever-increasing number of production and publishing tools are available to support
developing outputs in multiple media quickly and easily. XML-based authoring is sup-
ported by publishing tools that add formatting automatically at the end of the process,
rather than requiring every author to be responsible for his or her own design and format-
ting. XML tools also allow writing in the traditional WYSIWYG formats that many writers
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are used to, even though the final formatting may differ from the working version or may
require multiple formats.

Added to the portfolio are the tools used to facilitate the localization of content and its
translation into multiple languages. By using translation memory and translator’s desk-
top systems, you use less time producing output in multiple languages and for diverse
countries and cultures.

Most of the tools development today is in the hands of professional tools vendors,
rather than inhouse teams that lose interest in supporting the tools or lack the funding to
keep homegrown tools up to date and usable. With the introduction of international stan-
dards like DITA and DocBook, you can take advantage of the cooperative work done by
vendors, consultants, and users to enhance the tools portfolio beyond the capabilities of
any individual or company.

Despite all this interesting development of more versatile and comprehensive tools for
information development, information developers themselves have tended to be conserv-
ative. They tend to accept what the tools will do as inevitable, rather than insist that the
tools reflect sound design and usability principles. For example, when Microsoft’s help
system was first introduced and vendors developed tools to facilitate help topic develop-
ment, most help systems tended to look exactly like Microsoft’s because that was what the
tools were designed to build. 

Instead of blithely following the lead of the tools vendors, as information-development
managers, you should first defer to the needs of your customers and staff both in selecting
a tools set and configuring the way the tools will be used. Next, you should consider the
role a tool set plays in affecting the productivity and business value of your operations and
your information products. Ask yourself and your team members the following questions:

✔ Do the tools we use today enhance our productivity?

✔ Would new or different tools increase our productivity?

✔ Do our tools allow us to work better and faster, rather than harder and slower?

✔ Do the tools we use introduce errors into the process rather than reducing the pos-
sibility of error?

✔ Is using the latest tools more important to our team than developing the best
information products for our customers?

✔ Is using the latest tools important to retaining employees who want to keep their
skills up to date?

✔ Is the work we use the tools to perform encouraging us to make the best use of
our time and energies?

✔ Do the tools encourage us to perform activities that deliver value to our cus-
tomers, or are the tools a distraction that occupies our attention to the detriment of
delivering customer value?

You should find it obvious from these questions that tools can be a support or an unfor-
tunate hindrance. Many information developers (and hiring managers unfortunately)
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206 Part 2: Portfolio Management

judge their value by their knowledge of and skill with tools, rather than their understand-
ing of the user community or the subject matter. Such a focus, unfortunately, can decrease
the perceived value of your organization among senior managers who believe that infor-
mation developers are highly paid formatters and tools jockeys rather than valuable con-
tributors to customer satisfaction and the bottom line. 

In the analysis of the source of competitive advantage, illustrated in Figure 9-1, the
value of tools expertise as part of work practices is both easier to develop and easier to
copy than becoming expert in the technology you are writing about (core technology),
understanding your customers (customer knowledge), or developing your business acu-
men and alignment with corporate strategies to increase your value to your larger organi-
zation (strategic alignment).

Figure 9-1: Sources of competitive advantage

Certainly, you recognize that having the right tools for the job is important. But first
you must understand the job you are being hired to do.

Best Practices in Implementing
Effective Tools for Process
Improvement
As you begin to develop a tools strategy, you need to take stock of the tools already in
your portfolio. If you have begun using process improvement metrics, based on the best
practices in Chapter 8: Optimizing Your Organization’s Efficiency and Effectiveness, you
may already know in what areas your tools may be limiting or enhancing productivity. If
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you have engaged in partnering with your customers, based on the best practices in
Chapter 6: Developing Relationships with Customers and Stakeholders, you may have
identified areas in which the tools you are now using provide an effective set of deliver-
ables to the customers or where they fail to do so.

In this chapter, you learn about five best practices for developing a sound tools strategy
and investing in new tools that may be required to increase the effectiveness of your infor-
mation-development process:

✔ Developing a tools strategy

✔ Developing requirements for tools

✔ Researching and acquiring tools (deployment)

✔ Managing tools (training, configuration)

✔ Developing a tools strategy for the larger organization (Levels 4 and 5)

These best practices provide you a systematic method for developing a strategy and
carefully introducing new tools into the work environment.

Best Practice—Developing a tools strategy
A tools strategy begins with a well-defined relationship between your business
goals and your tools portfolio. One organization wanted to ensure that customers
could find the information they needed on the documentation CD-ROM they

received four times a year. They asked Comtech to investigate the customers’ satisfaction
with the information on the CD. During the customer site visits, we learned that most of
the end users could not use the search and retrieval tool that was packaged with the CDs.
They found the interface confusing, the search embarrassingly slow, and the search
returns of almost no value. Referencing a CD full of huge PDFs of documents with 500
pages or more, the search system returned only the document titles. To find a specific
topic, the end users had to laboriously open each PDF before using the PDF search rou-
tine. Even then, the search simply highlighted all the terms in the document that matched
the words in the search string. Most end users simply avoided using the CDs completely.
At some sites, the one individual who had mastered the art of finding useful information
conducted searches for everyone else, not a particularly good use of his time.

Comtech reported that we found it impossible to evaluate the usefulness of the CD con-
tent, because most of the users never succeeded in finding any content at all. Without
improving the search tool or packaging the content differently, the company would never
achieve its goal. They needed a new search tool, and they needed to develop content that
could be more easily and effectively searched.

Your analysis of your own tools portfolio with respect to your business goals might
take the following form:

✔ What is your business goal?

✔ What tools do you use in the process of achieving the goal today? 
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208 Part 2: Portfolio Management

✔ Do the tools now in use facilitate the process or make it more difficult?

✔ What do we require in a new tool or technology that would better support the
process and help us achieve the business goal?

A typical analysis might look like what you see in Table 9-1.

Table 9-1: A Tools Portfolio Analysis

Question Response

What is your business goal? To improve end-user access to time-critical information

What tools do you use today? PDFs of entire documents are accessible through dialup to the corporate file server. 

Do the tools facilitate the goal? No, slow dialup makes the file system difficult to access and the PDFs hours to
download.

What is the requirement? Need a way to reduce the amount of time to access the content
Must search and retrieve the topic needed rather than an entire document 
Once found, downloading the relevant information must take less than five minutes.

This analysis might lead you to find tools that support the development of topics rather
than entire books. You might decide that you need a tool that supports adding metadata
to each topic to categorize the content. You might also want to develop an information
website that delivers HTML topics with metadata to facilitate search. Likely you’ll need a
better search engine. If you follow the system that Oracle developed for its database tech-
nical information, you will also develop a tool that lets end users assemble topics into
their personal “books,” with links back to the source so that they receive regular updates.

At Oracle, this innovative method of delivering information to end users was sup-
ported by a technology developed inhouse. The website to visit to see the results is
http://www.oracle.com/pls/db102/ranked?word=web.

At Comtech, our investigation of a new tool for content production began with an analysis of internal costs to
prepare for our conferences. In our review of the costs, we noted that we had spent an inordinately large amount
of time and resources formatting the conference proceedings. In discussions with the staff, we learned that using a
popular desktop publishing package resulted in extra time to number pages every time a speaker made changes
to a slide set or the sessions were rearranged. Because slide changes are quite common as the proceedings are
put together, we needed a system that would make changes less time-consuming and expensive.

We worked closely with our print vendor to evaluate other packages that not only would decrease the amount of
effort in house but would deliver the proceedings in a format that would require less intervention by the printer.
Such a move would decrease printing costs and reduce the opportunity for errors. We finally chose a package
that supports robust template creation, handles PDFs of individual slide sets, and completely automates the page
numbering. We expect to measure the change in time and cost for the next conference.
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Developing a business case to acquire new tools
Your analysis of your current tool set must, as the previous examples demonstrate, include
an analysis of the costs and the capabilities. Your analysis should address the following
questions:

✔ Cost avoidance—What costs could be avoided if the current tool were replaced
with one that was better suited to the needs of the organization?

✔ Increased productivity—Would the organization be more productive with new
tools, decreasing the cost of all work produced?

✔ New business requirements—Would the organization be better able to support
new business requirements such as content reuse, decreased costs of translation,
decreased time to market with new tools?

✔ Customer satisfaction—Would customer requirements be met more easily and
with better results if new tools were available? 

✔ Support costs—Would the cost of supporting the tools be reduced if the tool set
were consolidated?

✔ Delivery options—Would new tools allow the organization to produce and deliver
content in ways unavailable with the current tool set?

✔ Return on investment—Would using the current tool set ultimately be more costly
than acquiring and using a new one?

Acquiring new tools is rarely free, even if the new tool is “freeware.” There are always
associated costs for training, implementation, and maintenance, in addition to acquisition
and customization. However, the return on investment can be considerable if you account
for the current costs.

In preparing your business case, explain carefully the current costs of using the tool set
you have in place. In one business case, I included the cost of supporting multiple products
used in different departments, the cost of maintaining multiple servers used to store
departmental content independently, the cost of searching for content unsuccessfully as
reported by most staff members, the cost of not finding the information needed, and the
cost of duplicating information that was stored but could not be found in a timely manner.
Then, we calculated the costs associated with acquiring the new web-content-management
system, including acquisition, configuration, installation, and training. We used both costs
to calculate the payback period, the point at which the savings of using the new system
would exceed its cost, including the cost of maintenance. The payback period was approxi-
mately 2.5 years, far less than the payback period required for new technology acquisitions
in the company. 

The return on investment calculation also included qualitative as well as quantitative
improvements, including helping departments develop web content without having to
employ and train web experts. The departments could use their internal resources more
productively by devoting them to the work of the department rather than to designing,
implementing, and maintaining websites.
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210 Part 2: Portfolio Management

Note that return on investment (ROI) is a method of analyzing the cost of an initiative.
If the initiative reduces costs or returns profits that exceed the cost of implementation,
then it has a positive ROI. The initiative may not be worth doing, if, when you consider
the total costs of implementation, the initiative costs more to implement than you can
arguably recover through measures such as increased productivity, measurable changes in
customer satisfaction, increased revenue, or increased profit. However, not all initiatives
are approved because of a positive or negative return on investment in the short term. In
many cases, the return will not be realized for many years. In other cases, senior manage-
ment approves an investment because it promises to make an organization more competi-
tive in the future.

Best Practice—Developing requirements for tools
After you have identified areas in which your current tool set is not meeting your
needs and demonstrated that you have a business case for the acquisition of new
tools, you need to develop formal requirements. As you proceed through your

inventory of existing tools and your evaluation of how well they support your business
goals, divide the inventory into categories:

✔ Authoring 

✔ Controlled language 

✔ Review and collaboration

✔ Metadata and taxonomy

✔ Production (print, help systems, web and wireless content, interactives)

✔ Graphics 

✔ Content management (component, document, web content management) 

✔ Translation

✔ Search and retrieval

An analysis of each class of tools and the characteristics required might look like
Table 9-2.

Table 9-2: A Sample Analysis Table of Tools by Class

Class Desired Characteristics

Authoring Enables content creators to develop accurate and complete content in minimal time
Includes word-processing and desktop publishing capabilities
Facilitates structured authoring by subject-matter experts and professional information developers
Supports implementing controlled language and standard terminology
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Class Desired Characteristics

Controlled Enforces terminology standards, grammar and spelling, and guidelines for minimalist and 
language effective writing 

Is fully integrated with the authoring tools
Is user-friendly and takes minimal time to apply to a text
Can be configured to match specific business requirements

Review and Enables electronic review of draft content
collaboration Includes automatic notification of reviewers

Allows reviewers to collaborate on their reviews by seeing each other’s comments in real time
Tracks all changes by reviewer and stores them for future access
Provides a simple, time-effective method for accepting or rejecting comments and incorporating
them into new drafts

Metadata and Provides a simple way to add metadata to content, providing a controlled vocabulary of 
taxonomy attributes and values

Automates the addition of standard metadata 
Supports controlled vocabularies
Stores metadata in the online output files
Makes metadata available to facilitate search and retrieval
Provides a method for analyzing new content and assigning metadata automatically

Production (print, Facilitates the development of multiple outputs that are customized to meet the needs of 
help systems, web different audiences, products, job roles, and media
content, interactives) Allows production specialists to quickly and easily produce new content for multiple deliverables

without costly and time-consuming layout manipulation
Reduces the overall cost of production
Supports the development of deliverables in multiple languages

Graphics Enables the development and maintenance of graphics in multiple formats, including images,
sound, and video formats
Allows graphics to be used easily in multiple deliverables through reference
Facilitates the translation of text in graphics without requiring the translators to manipulate the
programs used to create the graphics (SVG graphics support)

Content Stores components based on metadata structures
management Facilitates the assembly of components into final deliverables (e.g., DITA maps)
(component, Provides version control, check in/checkout security
document, docu- Supports automated workflow
ment management,  Handles multiple file types
web content Facilitates handling of components in multiple languages
management) Supports the application of translation memory for pre-translation

Supports hypertext links and cross-referencing between file types
Supports multiple style sheets
Delivers output automatically to web pages depending upon metadata
Provides for multiple levels of archiving and restoration of archived content

Continued
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Table 9-2: A Sample Analysis Table of Tools by Class (Continued)

Class Desired Characteristics

Translation Supports the application of translation memory
Correctly interprets XML-based content
Supports multiple language fonts
Automates production and publishing processes
Supports translation of text in graphics

Search and Allows for faceted search based on metadata and taxonomies
retrieval Prioritizes retrieval based on configurable rankings

Supports Boolean search arguments
Supports folksonomies (user-directed metadata categorization)

The characteristics listed in this table are not intended to be exhaustive. The characteris-
tics that you identify for the tools you need should be carefully and thoroughly assembled
based on input from your stakeholders and should be reviewed by those stakeholders for
clarity and completeness. You will find it necessary to review your tools strategy annually
to ensure that it is up to date. The tools environment changes rapidly, and many of your
stakeholders may not communicate their problems or needs quickly or effectively.

Developing thorough requirements is absolutely necessary to acquiring the best tools.
You may find it tempting to ignore developing requirements and simply ask tools vendors
to demonstrate their products. You might have people on staff who prefer to review the
products on their own and give you free-form feedback rather than following a strict
review protocol. Developing requirements can take time and requires that you research
the capabilities offered by new tools on the market. Without that research, you may omit
from your requirements something that you did not know existed but would be extremely
useful to meet your goals. 

It’s been my experience that groups that fail to develop formal requirements regret not
having done so. They often discover that they have been swayed by the persuasive style
of sales representatives into buying something that turns out not to meet their needs or
requires expensive and time-consuming customizations.

Some organizations require that new tools follow corporate technology standards and
are acceptable to those in information technology (IT) who have to maintain the tools. For
that reason, you will need to consult with your IT professionals as you develop your
requirements. You may find, for example, that IT has a database standard that will restrict
the content-management systems you can consider. You may also need to work hard to
help IT understand what you are trying to accomplish, especially if your needs run
counter to general organization standards. For example, professional information devel-
opers may require a structured, XML-based text editor to achieve a good return on invest-
ment rather than using MS Word, even though MS Word is a corporate standard. You may
find that you will need all your powers of persuasion to help IT understand and accept
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your business requirements even though those requirements mean changes to the corpo-
rate technology standards.

Once you have defined and reviewed your requirements to the best of your abilities,
you need to develop a Request for Information, a Request for Proposal, or both. A Request
for Information (RFI) allows you to ask a small set of vendors to provide their strategy for
meeting your needs without having to compete on price. An RFI is the best way to gather
information about a possible solution to your tools requirements without having to be
too specific. If you need a solution for which the tools solution is not obvious, and if you
really don’t know exactly what your requirements should be, consider an RFI before
you ask for specific prices. A vendor may present a solution that you would never have
thought of. With an RFI, vendors feel less constrained by your solution prescription and
can be more creative in recommending a good solution themselves. You can also use the
RFI process to learn more about the vendors’ capabilities.

Be certain to provide the same RFI to every vendor so that you can receive comparable
information. If you keep changing your request, you will have great difficult in evaluating
the responses.

Once you know more precisely what kind of system will meet your requirements, you
can develop a Request for Proposal (RFP). At the RFP stage, you ask vendors to respond
to a list of requirements by indicating if the requirement can be met with their standard
product, can be met by customizing the product at a cost, can be met by configuring stan-
dard functionality in the product to meet your specific environment, or cannot be met at
all. By providing a requirements checklist, you can ensure that the solution that is deliv-
ered does exactly what was documented in the proposal response. Without that checklist
in hand, you may find yourself paying for a function that you thought was a standard
part of the product.

One of the best approaches to an RFP is user scenarios. By including user scenarios,
narrative accounts of how your authors and others expect to use the new tools, you can
ask vendors to demonstrate how their products support the scenarios. The user scenarios
become the content of product presentations by a small group of selected vendors. The
scenarios also help your stakeholders understand how the products will meet their stated
requirements.

RFPs also ask vendors to provide full pricing information. Unfortunately, the pricing
often comes long after you had to anticipate the cost of the new tools in your presentation
to management. If you find that the prices quoted differ drastically from your earlier esti-
mates, you may need to revise your requirements to decrease your costs.

Best Practice—Researching and selecting vendors and tools
As you prepare an RFI or RFP, you should research tools and vendors that may
meet your needs. I recommend that you send your RFI or RFP to a small list of
vendors that you have already prequalified rather than sending the requests to

many vendors that may not have appropriate solutions. The better your RFI or RFP is
written, the more and better proposals you will receive. A small number of proposals fit-
ting your needs is much better than lots of proposals not exactly directed to your goals.
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You will find many sources of information about tools and vendors:

✔ Industry-wide reviews available on the web or through publications from organi-
zations that provide comparative tools analyses. In most cases, you must purchase
the reports provided by these organizations but they often contain detailed analy-
ses not available elsewhere. The reports are especially valuable if the reviewers
have tested the products rather than depended on information from the vendors
themselves.

✔ Online user groups that provide information from individuals who are using the
tools. Be careful about using the information provided only by advocates of a
product. Try to uncover contrary opinions as well. Add your own questions to
the user group listservs.

✔ Discussions with colleagues who have been through a recent selection process
themselves. Finding people who have already completed their analyses based on
criteria similar to yours will help you quickly eliminate inappropriate choices. Be
certain the selection was recent because tools can change dramatically as new ver-
sions are introduced.

✔ Discussions with colleagues in professional organizations that have chosen similar
tools for their organizations.

✔ Advice from consultants familiar with a wide variety of vendors and tools. Be cer-
tain that the consultant you select has no monetary ties to the vendors. Some con-
sultants receive commissions for systems that they advocate.

✔ Visits to vendor booths at conferences. By attending an industry conference, you
will have an opportunity to talk with many vendors at one location. You are also
likely to meet customers and hear their presentations. Many conferences also pro-
vide opportunities to view vendor demonstrations without having to reveal
details about your project.

✔ Information directly from the vendors’ websites. Download white papers, read
testimonials and case studies, print out specifications, and review online demon-
strations. Sign up for webinars or demonstrations of the products. Attend presen-
tations in your area. Download trial copies of the product if they are available and
use them on your own content.

In general, you will find it much easier to research the vendors and tools when you
understand your own requirements. Without requirements in hand, the candidates will all
begin to sound the same. As you conduct your research, develop a rating sheet with ques-
tions from your requirements so that you can keep track of which vendor provides the
functionality you are looking for. 

When you are close to making your selections, contact the sales representatives and ask
for preliminary presentations and demonstrations of the products. If you have them pre-
pared, provide the vendors with your user scenarios to help them tailor the presentations
to your needs. Once again, maintain rating sheets to help you remember what you saw
and heard. The more demonstrations you see, the more difficult it will be to remember
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which vendor said what or had what feature. Invite your staff and your stakeholders to
these preliminary presentations. They can add to your research and ensure that everyone
understands the type of products you are looking for. 

Evaluating alternatives
Many organizations find it difficult to fund new tools. As an alternative, you might con-
sider open-source tools that are available at little or no direct cost. Many open-source tools
have excellent functionality, although they can be more difficult to use because they are
designed for early adopters rather than the late majority. If you have staff members who
qualify as early adopters, which means they can handle programming logic or difficult-to-
use interfaces, you may find a cost-effective solution in open source. Without technical
expertise that you can depend upon for a reasonably long period of time, you will be better
served by off-the-shelf products.

You may also have people in your organization who volunteer to create an inhouse
solution that may precisely meet challenging and unique requirements. Many excellent
inhouse solutions have been developed that rival commercial products. However, inhouse
solutions are never free. You have to pay the salaries of the developers, and you have to
have sufficient internal funding to maintain the solutions for many years. In my experi-
ence, inhouse solutions start with great expectations but often become difficult and costly
to maintain, especially if the original developers leave the organization without documen-
tation of their creations. You may also learn too late that migrating content successfully
from a custom application into a commercial one is difficult, if not impossible.

Buying a commercial, off-the-shelf product means that you get the vendor’s investment
in continuing development. The vendor is responding to the needs of many clients, includ-
ing you, developing new features and functions that will benefit your organization without
the cost of funding the development. Of course, you need to be confident that the vendor
will be around for the long term, something that should be part of your vendor-qualification
process. If the solution you purchase is based upon industry standards, you also reap the
benefits of a community of advocates who update the standard at no cost to you. 

Making a final selection
After you have researched the options available, prepared your requirements, and
received responses to your RFI or RFP, you are ready to make a final selection. Ask each
vendor to prepare a presentation for your staff and stakeholders that includes a specific
set of scenarios that you have provided. With the scenarios, provide the vendors with
sample content so that everyone can see your information being used to produce content.
Agree with the vendor on exactly what functions will be covered in the demonstration. 

Provide an evaluation form for each person who attends the presentation. Get feedback
from as many stakeholders as you can. Schedule meetings to review the evaluations with
key stakeholders. Use a ranking system to evaluate the criteria in the requirements. Don’t
neglect, however, your general impression of the vendor and the presentation. 

After you have narrowed your selection to one or two vendors, ask for references that
have projects similar to yours. Either arrange conference calls with the references or
arrange visits to their locations. Direct visits are usually more fruitful but can be expen-
sive and time-consuming. Arrange for visits to the vendors’ company headquarters. Your
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reception will indicate the importance of your project. Sometimes, the personal contact
and your comfort level with the people who will be working on your project makes the
differences between two vendors with similar products.

Be certain that you have a full accounting of all costs associated with the project, not
just the hardware and software costs. Ongoing maintenance, customization, training, and
ongoing support are all part of the long-term costs you will need to budget for. Ensure
that you budget for the migration costs from your existing system to the new one. Even
moving information from a file server will include some cost. 

Arranging for a proof of concept
If, after all the presentations, conference calls, and visits, you are still unsure of your choice,
you may want to arrange for a proof of concept project. In a proof of concept project, you
ask the vendor to temporarily install the product at your location, incorporate a representa-
tive sample of your content, and support your staff in using the product directly to produce
deliverables. 

In most cases, vendors will ask you to fund the proof-of-concept project, unless you are
an important and large client. Because the vendor must devote considerable personnel
resources to the project, especially on-site at your location, they are entitled to compensa-
tion. In some cases, you will pay for the staff time at your location. In others, the vendors
will offer to do the proof of concept as part of their sales process, as long as you are not
asking for something that is unusual. The proof of concept is also an indication of a good
fit between your requirements and the vendor’s capabilities.

Also ensure that you have an internal team ready to participate in the proof of concept.
Don’t schedule the activity in the midst of critical deadlines. You want team members to
exercise the product with their own content so that they can decide if the product does
what they want. Include in the proof of concept time for staff training and support. You
want people to have a positive experience with the products, not struggle with basic func-
tionality because they are not well prepared.

Once again, ask all participants to complete evaluation forms so that you have as much
feedback as you can gather. If you are one of the final decision makers, be certain to par-
ticipate in the proof of concept yourself.

Before you make your final selection, ask the vendor for a best and final price quotation.
Recognize that you may have added to the requirements during the proof of concept,
resulting in additional costs. Be certain that you understand exactly what you will receive,
including costs for professional services during installation and configuration and training
for your staff. Understand the costs of ongoing product maintenance, often a percentage of
the original product cost, and what is included in the maintenance contract. Be aware that
you may have to pay the first year’s maintenance up front.

It’s critical to know what kind of service you are paying for. If you are running a sys-
tem that cannot go down and you have a service contract that requires a call return within
24 hours, you may have a problem. Be certain the service level agreement is prepared as
part of the initial contract, when the vendor is anxious to close the deal.

I assume that with any substantial purchase, you will have worked closely with your
purchasing department. They may be responsible for the price negotiations. You just need
to ensure that you are getting the product that you expected. Work with the purchasing
agent to ensure that you are both working toward the same goal.
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Best Practice—Introducing and managing tools
Once you have made a purchase decision, work closely with the vendor to deter-
mine a schedule of activities for installation, configuration, migration, and training.
If you have someone who will be chiefly responsible for administering the new

tools, arrange for administrator training. Develop a schedule for migrating content into the
new tools and training your staff on their use. For more detailed information about imple-
menting new tools, see my discussion in Content Management for Dynamic Web Delivery.1

Establishing a pilot project
For any tools acquisition that represents a change in process in your organization, you
will benefit from establishing a pilot project. After the tool is installed, configured, and
ready for use, have a team of enthusiastic early adopters use the tool for a real project.
Your requirements team should develop a set of criteria for selecting a pilot. It should
include real content with a schedule of deadlines that are not overly aggressive. It should
exercise a substantial sample of product functionality. For example, if you have acquired a
content-management system, you should be able to import legacy content, add new con-
tent, manage version control, set up a basic workflow, and use the content to create final
deliverables. If you have acquired a new search and retrieval product, you should be able
to optimize it for a sample of your content. You will need sufficient content to test the
search results for completeness and accuracy. You will need to learn how to best apply
metadata or keywords to your content so that the appropriate content is returned. 

Ensure that the pilot team receives training that is timed for their schedule. Training
that occurs weeks or months before anyone is ready has little value and will have to be
completely redone. Training that occurs immediately before product use is the most valu-
able. However, the initial training should be supplemented with problem support and
question and answer sessions once people have a chance to experiment.

As you develop your pilot project, decide how you will measure its successes and chal-
lenges. For example, your new search tool should deliver a high percentage of relevant
results and a low percentage of irrelevant results if it is successful. Your new authoring
tool should not significantly increase authoring time after staff are trained and comfort-
able using it. You may tolerate a small increase in time for the first project, but you should
expect time reductions thereafter. If you don’t achieve the promised reductions, you must
develop a plan, based on a review of your original goals, to achieve the result you wanted.
Research why you’re not getting the expected results and use the outcome of your
research to develop new project goals.

Managing tools for the long term
In a large organization, you may have a tools team that has been engaged with the
requirements, selection, and implementation process. Along the way, they have gained
knowledge and experienced in configuring the new tools. They are often actively
involved in user groups or listservs and forums in which they learn from other users and
exchange insights. Members of the tools team are involved for the long term in ensuring
that the tools are well supported and maintained. In most cases, they track new releases of
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the products, determine when to acquire them, and how to introduce them to the user
community. They also work closely with vendors to suggest new functionality that will
make the implementation more effective and meet new goals for use and delivery.

In a small organization, you often have one or two individuals who are interested in
the tools and will take responsibility for supporting others and learning the intricacies of
the tools for effective use. These individuals should be supported and rewarded with
advanced training opportunities and attendance at user group meetings and industry
conferences. The danger, of course, is that your one tools guru will leave, putting your
tools implementation at risk. You may want to investigate local support from an indepen-
dent consultant until you can reestablish your internal skills. Or, you may want to ensure
that you have at least two people on staff who know how to use the tools.

Having tools expertise inhouse is usually essential for the smooth operation of the tools
and support of the processes you hoped to optimize. Vendors can help, of course, but
rarely provide the hands-on insights that make everyone more productive. Be aware, how-
ever, that your tools team or person can become overly enamored of a tool and refuse to
consider new opportunities. You want to foster an environment in which tools are always
candidates for change. If your tools experts are regularly exposed to new entries in the
tools environment through participation in user groups, listservs, local support groups,
conferences, and other opportunities for learning, they will bring you new ideas to explore.

Best Practice—Developing a tools strategy 
for a global organization
Many senior managers find themselves responsible for a strategy that supports a

global organization and often includes staff members and even entire organizations
added through mergers and acquisitions. New groups of information developers are
established for new products or at new development sites, often at distance locations. As a
director or senior manager, you need to consider instituting an integrated tools strategy
for the organization and determining how best to implement the strategy. Although some
parts of the organization may be ready for the latest tools available, others are better
served by a more conservative and gradual approach. 

If you are responsible for a tools strategy but not for the overall management of the
global organization, you are likely to need a strategy for encouraging independent teams
to adopt a more global point of view. Providing them with an effective suite of tools,
including training and support, makes it easier for more inexperienced or conservative
groups to adopt the global solution. 

An organization that is a Level 4 or 5 in process maturity has the ability to support a
global tools strategy and present that strategy to parts of the organization that are more
immature. It is important to acknowledge, however, that immature organizations may not
be ready to adopt complex tools at one time. Through mergers and acquisitions, you may
find yourself developing a tools strategy for a Level 2: Rudimentary or even a Level 1: 
Ad-hoc organization. They may first be asked simply to adopt the standard templates for
the design of information products. They may need to begin, for example, with a content-
management system that will manage their traditional chapter- and section-based content
produced with desktop publishing tools. They may want to experiment with topic-based
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authoring and minimalism in a traditional desktop publishing environment, using tech-
niques like text inserts to use the same content in more than one deliverable. Only after
they are comfortable with a topic-based approach to authoring will they be ready to move
to a structured authoring environment. Sometimes, the first solution is to use a structured
version of an otherwise unstructured tool for an initial venture into structure. After struc-
tured authoring becomes commonplace, they may be ready to move into an XML editor
or an otherwise different authoring environment.

More mature organizations with more early adopters on staff may be prepared to make
a more rapid transition to a new tools environment that gives them a greater return on
investment. However, even with early adopters ready to conduct pilot projects and imple-
ment new methods, you are likely to have confused and reluctant staff hiding behind “no
comment.” You will find it best to meet individually with those who demonstrate hostility
toward the project, in private. That hostility usually hides fear about losing a job or losing
hard-earned competence in the current environment. Individual meetings with assurances
about continued responsibilities will help. Unfortunately, you may still have some staff
who decide to leave for a more comfortable and familiar work environment. If you have
instituted a change-management process, you have already planned to build a supportive
team and analyzed all the internal stakeholders so that you have identified the people
who are most likely to dissent. 

Summary
In most organizations, information-development managers and tools and technology
experts on your team should regularly evaluate the current tools environment. To be most
fruitful, the evaluation should begin with business goals for productivity, time to market,
operational costs, and quality of the information delivered to the customer. By evaluating
tools in the context of key business goals, you can move beyond popularity and familiar-
ity as the primary determinants of a tools portfolio. Remember that many staff members
are heavily invested in the current tool set and are reluctant to change, even when change
is in the organization’s and often their own best interests.

A reevaluation of current tools is especially germane when you are trying to improve
processes and reduce operational costs or when you are actively pursuing methods to
improve the quality of information delivered to customers. Although tools and technol-
ogy are not in themselves forces for change (or should not be considered in that way),
they do provide underlying support to achieve a predicted return on investment. Tools
simply automate what we otherwise design into our processes. Nearly everything we do
today with tools in information development can and has been done manually.

As you work to develop a global tools strategy, consider the following process:

✔ Establish the business goals that you want to achieve 

✔ Evaluate how well your current tool set supports or does not support your new
business goals
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✔ Look for instances in which work is made more difficult or you are unable to
deliver content to your customers in ways that will increase customer satisfaction

✔ If you decide that new tools are likely to enhance operational performance and
delivery of information to customers, begin the process of researching, qualifying,
and acquiring new tools

✔ Develop a comprehensive set of requirements, involving all potential stakeholders
in the development process

✔ Turn the requirements into an RFI or RFP

✔ Research the tools and potential vendors or open source options

✔ Consider inhouse development if that will be feasible and cost-effective over the
long term

✔ Request proposals from a short list of prequalified vendors

✔ Evaluate the proposals carefully and supplement them with demonstrations and
proofs of concept using your user scenarios and content

✔ Follow best practices in your vendor-selection process

✔ Establish a pilot project with skilled and enthusiastic participants once the selected
tools are installed and configured for your needs

✔ Be certain the pilot team is well trained to use the tools effectively and 
productively

✔ Measure the results of the pilot against your original process goals

✔ Make corrections to the process and the tools and begin a global roll out to other
parts of your organization

With this process in place, you are likely to develop a tools strategy and an acquisition
process that will hold you in good stead over a long period of time and result in the sup-
port for process improvements that tools should enable.

14_777110 ch09.qxp  11/15/06  4:16 PM  Page 220



14_777110 ch09.qxp  11/15/06  4:16 PM  Page 221



Go team!

Gehen Mannschaft!

“Go team!”  “Gehen Mannschaft”  “      ”

15_777110 ch10.qxp  11/15/06  4:15 PM  Page 222



Developing
Effective Teams

Teamwork is no accident. It is the by-product of good leadership.
—John Adair

Developing effective teams is hard work and requires effective
leadership. In conducting Information Process Maturity assess-
ments for many years and working with numerous publications
organizations on designing new processes, instituting project
management best practices, and developing business metrics,
I’ve had many opportunities to observe effective and ineffective
organizations. So much of an organization’s effectiveness is
dependent on leadership that it’s not surprising that organiza-
tions with strong, competent leadership are almost always more
successful. 

An effective leader, however, does not work in isolation. He or
she develops an effective team that assumes responsibility for
achieving business, organizational, and personal goals. The
leader helps define the goals, especially by understanding the pri-
orities of the larger organization, and communicates these goals
to the team. The leader ensures that the people assume responsi-
bility for meeting goals and understand the urgency with which
they must be achieved. The leader helps to motivate the team
both by supporting their activities and ensuring that those activi-
ties are going in the right direction. He or she ensures that team
members don’t get stuck in endless debate, especially when the
matters debated become increasingly trivial. 

As a manager, you know that you cannot afford to be com-
placent, happy with the status quo. Your senior management
demands productivity improvements from your staff and
expects you to reduce costs, not increase them. You have heard
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the oft-repeated mantra, “nobody reads the documentation anyway,” and you know that
it carries the threat of reorganizing your team out of existence or outsourcing the work to
an independent agency or to another country. You have to respond by changing the way
you do business. You have asked your entire team to participate in developing innovative
and cost-effective information-development approaches. Your team must be fully engaged
in any initiative that requires change. You need to focus everyone on business-savvy solu-
tions that will gain the team acceptance and recognition among senior management. You
know that won’t happen by staying the same, and you know that it won’t happen without
everyone’s commitment and active participation.

As an information-development manager, you are responsible for building a high-
performance team that is ready to pursue innovative directions and increase the value of
your organization and the information products you develop. Unfortunately, you may
be faced with a team of people who are not collaborative or even cooperative with one
another. Some of the resistance may be in your home department. Even more likely, resis-
tance will come from globally dispersed team members, many of whom originally worked
for different companies.

Perhaps the greatest challenge that effective information-development managers face
is the increasing distribution and globalization of team membership. Managers find 
themselves responsible for bringing together managers and team members from newly
acquired organizations, many with different structures, patterns of behavior, and degrees of
talent. Managers find themselves managing team members who work in diverse environ-
ments, from large and small groups located together to single individuals working alone
among product developers and individuals who work at home part or all of the time. You
must learn to manage teams dispersed globally, through the acquisition of companies out-
side the home location, through outsourcing development work to other companies, and
through establishing product teams in newly developing, low-cost economies. The work-
force you now face as an information-development manager has never been more diverse. 

Best Practices in Developing
Effective Teams
Developing effective teams requires a variety of approaches, depending upon the nature
of your organization. You may have responsibility for leading a local group with everyone
in the same location or with team members dispersed geographically in the same country.
You may be responsible for building a collaborative team among managers who lead
independent departments added to your organization through acquisitions and mergers.
Or, you may be charged with establishing a team that includes members dispersed glob-
ally, some of whom are direct employees of your company and others who work for out-
source vendors. In this chapter, you learn about five best practices for developing strong
and effective team resources in your organization:

✔ Developing collaborative teams 

✔ Defining new roles and responsibilities 
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✔ Managing remote team members

✔ Working with global teams

✔ Outsourcing and offshoring

The best practices in this chapter focus on building your organization. Chapter 11:
Managing Your Team Resources covers issues of personnel management focused on
improving the effectiveness of your existing team members.

Best Practice—Developing collaborative teams
In the past, managers may have found it possible to assume a hands-off approach
with information-development staff. Individual contributors were highly valued
only when they were capable of working independently and handling the devel-

opment of technical publications from research, design, and development through final
production and even delivery. In a classic cottage industry, one individual performed all
the tasks to develop a well-crafted final product. Information development as a cottage
industry still exists in many organizations, especially in small two- or three-person
departments or in cases in which an information developer works alone in the midst of a
product-development team. 

However, two forces are making it increasingly difficult to maintain the cottage point of
view: single sourcing and globalization. Single sourcing requires that team members col-
laborate so that they share content development and avoid duplication of content and
effort. For single sourcing to be successful, team members must plan what content should
be developed and who should develop it. A lone information developer is able to single
source content if he or she is responsible for multiple deliverables with content shared
among them. But as soon as content must be created and shared among deliverables
developed by a team rather than an individual, collaborative teamwork becomes a
requirement. Everyone must know what everyone else is doing. 

In addition, if content is to be truly reusable among a variety of deliverables in multiple
media, the content must be produced according to established standards. That implies that
team members can no longer develop information in any way they choose, personally
crafting a book or a help system. Instead, each member of the team must follow standards
and business rules to develop a consistent repository of topics that can be assembled into
the final deliverables, often under the management of an information architect and a pro-
duction team or team members who assume that responsibility during the design and 
production phases of a project.

Globalization, especially in a single-source environment, adds additional pressure to
create collaborative teams. If the global team members are to produce interchangeable
content or even content that is standardized and consistent, they need to work collabora-
tively. The collaboration requirements are exacerbated by distances, time zones, and cul-
tures. Consequently, the information-development manager must become skilled at
managing across diverse cultures and ensure that distance and time differences do not
become barriers to achieving efficiency and customer quality.

Finally, consider what an effective team might look like in your organization. How would
a team environment differ from the environment you now have? When I help organizations
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plan a move from a “book” to a “topic” information architecture, I find that they have a dif-
ficult time envisioning the changes that need to occur to make this new information archi-
tecture successful. The immediate assumption is that the information developers will
continue working dutifully in their independent silos, producing topics that will go into
their final books. Perhaps they will find a topic or two written by a colleague that they can
use: copyright statements and warnings immediately come to mind. Perhaps they will use
their topics to produce a help system or a web page. But, they will definitely not have to
think differently about how they develop content. Unfortunately, if you have staff members
who believe that nothing much will change except to learn a new tool set, you have a per-
sonnel dilemma to resolve. 

If you do not change your work practices to accommodate a new approach to informa-
tion development, you will have spent a great deal of time and money on tools with almost
no return for your investment. You will continue to produce the same books you did before
with an insignificant amount of content reuse, and sometimes at a higher cost per page.
Almost the only savings that some organizations experience are through a reduction in
production costs (less time spent tweaking final deliverables).

If you succeed in implementing a collaborative work environment at the project level
and develop an integrated team pursuing corporate and departmental business goals, you
will experience change that will carry you forward to continuing innovations.

Developing a team environment
Chapter 20: Managing in a Collaborative Environment, covers creating a collaborative
working environment for a project. The approach I recommend is similar to the one you
might use to create a team environment in your department. The key, of course, is com-
munication, a meeting of the minds to ensure that team members pursue common goals
and work cooperatively. Without communication built into the process, you will have
individuals working in independent silos. 

Communication, however, seems hard to establish in an atmosphere built around writ-
ing. Many people who pursue writing, even technical writing, as a career, are comfortable,
and even prefer, working independently. The image of the writer on the mountain top
composing a masterpiece is well established in technical writing. 

As managers, however, you understand that your team works in a competitive busi-
ness environment where the value of technical communication and information develop-
ment is often questioned. By fostering a team environment focused on common business
goals, you can help dispel the doubts and create an organization that is considered essen-
tial because it produces information products that are valued by the customer, and does
so in a cost-effective way.

Many managers, pursuing a team-focused path, often find that their staff does not 
welcome the change. You will have to use your best powers of persuasion and a change
management agenda to move reluctant staff to a new way of working.

The first step is to create a reason for the change, what in change management is often
referred to as a “burning platform.” A burning platform figuratively represents a degree
of unease with the current working environment that is sufficiently critical that it per-
suades people to change how they think and how they work. People experience a sense of
urgency that compels them to change. 
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In moving to a team environment and calling for increased collaboration in the work of
the team, you must create a sense of urgency. You are likely to find many business circum-
stances that will be persuasive: the possibility of downsizing, outsourcing, or offshoring
your operation; the breakup of the department and the dispersion of team members to
various product-development teams; a decrease in funding that puts everyone at risk.
One team was motivated to work more closely together based on reports that users were
frustrated with their inability to find information they needed in the documentation on
the website. Another team learned that customers were unable to use the CD-ROM they
produced. The team that discovered that their primary information customers were
the members of the support teams rather than end users at first balked at the news but
then refocused their thinking and developed an effective strategy. An individual contribu-
tor who was reluctant to accept help in meeting a difficult deadline later gave a presenta-
tion at a national conference touting the effectiveness of working with her junior assistant.

Once you have succeeded in developing a burning platform and infusing a sense of
urgency among your team members, you next must establish a communication plan that
takes into account the styles and needs of each stakeholder. In Chapter 16: Planning Your
Information Development Project, you learn how to conduct a stakeholder analysis when
you are planning a project. When you are planning an organizational change of this mag-
nitude, you must also conduct a stakeholder analysis, perhaps as a first step before dis-
cussing the urgency of the change. This stakeholder analysis initially focuses on your own
staff members. Meet individually with each team member to evaluate his or her under-
standing of the new business requirements and acceptance of the need for change. Try to
discover those who appear supportive but have grave doubts about the success of so per-
vasive and frightening a change. Statements of doubt are often expressed in terms like,
“We’ve done this before, and it’s never worked.” “We don’t have support from senior
management, and the developers won’t go along.” “What about my job?” The underlying
fear being expressed includes fear of losing one’s job and fear of seeming to be less than
competent in the new environment. People who are very good at the old tools and the old
ways of working are afraid that they won’t be able to handle the new demands. What if
they’re unsuccessful? They’re afraid of looking incompetent and being judged harshly.

To focus your teams and make them more effective, you need to 

✔ develop in the team members a sense of urgency in meeting the company’s and
the team’s goals and performing as effectively as possible

✔ select team members who are skilled already or have the potential for learning
new skills

✔ develop a vision of what the future will look like if the team is successful and
develop the vision in your first team meeting

✔ develop a plan for communicating among team members and with other 
stakeholders

✔ remove the barriers to change

✔ set up opportunities for immediate wins so that the team has a feeling of 
accomplishment
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✔ maintain the sense of urgency through the team’s life and the life cycle of the 
projects

✔ make the changes stick through recognition and rewards that help to change the
culture of the organization for the long term

In communicating with both enthusiastic and skeptical and fearful staff members, you
need to paint a picture of what the new team environment might look like, at the same
time admitting that you can’t anticipate everything that might change. I’ve been reason-
ably successful with a set of cartoons, as illustrated in Figure 10-1, that vividly illustrate
how the new team environment will look and feel. The cartoons show people working
together on teams, consulting with specialists from other teams or colleagues in other
parts of the organization, taking into account the needs of stakeholders outside the orga-
nization, bringing customer studies to bear on decision making, and finding innovative
ways to respond. They communicate a vision of the future and set expectations about the
new behaviors that are needed to support the vision.

Figure 10-1: Working in a new team environment

A team environment means that everyone participates to achieve business goals and
find innovative solutions for improving processes and information design. Few team
members end up defending the status quo.

Despite your best efforts in planning and communicating about the need for a new
team environment, you are certain to encounter barriers to change. Reluctant team mem-
bers will argue that the new methods really don’t work and take up too much time. Outside

The users are a lot more experienced
than we thought. They want the

basics of the tasks but don’t need
everything spelled out.

The SMEs have offered to work with
us on conceptual pieces, sort of like
magazine articles. Sounds like the

right content for experienced
customers.

Darla from User
Experience reports

on her recent
customer study.
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stakeholders will be uncomfortable with the changes required in their work. For example,
reviewers refused to review carefully and colorfully marked conditional text so that prod-
uct variations could be built into master topics. They kept crossing out the seemingly 
similar content or procedures without noting that the small differences were deliberate.
In another situation, the production manager was so fearful of change that he constantly
harangued other team members and the outside consultants with his insistent message
that the new tools were impossible to use.

If you are convinced that the change is necessary, you not only will have to communi-
cate the message over and over again before it is heard, but you may also have to ask a
negative team member who seems intent on preventing the change to move on.

Best Practice—Defining new roles and responsibilities
In many information-development organizations, everyone has the same job—infor-
mation developer. Each information developer handles all tasks associated with pro-
ducing a manual, including researching, planning (if done at all), writing, editing,

revising, proofreading, graphics, layout, and final production. Some may even be responsible
for shepherding a book through illustration, localization, and translation. Only in organiza-
tions that document hardware products are you likely to find dedicated technical illustrators,
because they’re often the only ones who can create acceptable product drawings.

As a team grows a bit larger, managers may ask someone to handle editing and proof-
reading. The task usually goes to an individual who shows interest and talent in those
activities. Someone may eventually handle all the final production tasks, especially if the
team expands to 10 or 15 members. In most cases, the specializations that develop should
be based upon the strengths of individuals.

As your team moves to a topic-oriented, rather than a book-oriented development envi-
ronment, you will need to add or grow additional expertise. Chapter 17: Implementing the
Topic Architecture includes a table and descriptions of possible new roles, including infor-
mation architect and information designer. An information architect develops the overall
structure of information types and topics and designs the assemblies for final deliverables.
The information designer is responsible for creating style sheets for all the media the team
produces. The graphic designer develops illustrations for manuals, websites, and training.
The localization coordinator works closely with an outside service provider. Each new role
assigns an area of responsibility and accountability to an individual or small group.

Building on strengths
Adding people to your team or developing new roles and specializations for existing team
members provides you with an opportunity to exploit the strengths of individual team
members. Consider using the Strengths Test described in Marcus Buckingham and Donald
Clifton’s, Now, Discover Your Strengths.1 They argue that people are happiest building on
their strengths to develop new roles for themselves in an organization, rather than being
constantly chided about their weaknesses. Information-development managers have used
Buckingham and Clifton’s strengths test successfully to help team members evaluate their
own strengths and decide on new roles to explore that make the most of their potential. 
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Based on a strengths analysis, you may want to ask people to volunteer for new roles in
your organization. Then, you can actively support them with opportunities for training,
required resources, and cooperation from other team members and the management team.
Communicate about the new roles people have assumed to your own management and
peer managers so that they are supportive rather than obstructive. If you note obstructive
behaviors, find ways to understand the objections, clarify your purpose, and identify ways
that you can improve communication. 

Actively Supporting Change
One manager I worked with focused on encouraging his information developers to exert more control over the
content, content that had been dictated in the past by product managers. The product managers became angry
when information developers awkwardly informed them that text the manager had insisted be inserted in the
documents was not needed by the users. The information-development manager had to meet with individual
product managers to explain the goals and present evidence of the users’ requirements, as well as meet with the
senior development managers to garner their support for the change. He also needed his own senior manager
to actively support the need for change at the highest levels of the organization. 

By actively supporting his team and maintaining the vision of the future, the manager helped ensure that success
of the new initiative. The next step, of course, is to reward the team members for their success and call attention
outside the department to the benefits for the company and the customers.

Adding new members to the team
You may discover, of course, that no one in your organization shows a particular strength
that you need to pursue innovation and achieve business goals. One manager identified
a need to sell the services of his department to executives in the company’s autonomous
business units. Because his information developers were introverts with an aversion to
“selling,” he sought out a new team member from another department who had excellent
people and persuasive skills, as well as the requisite technical knowledge. She became
the department’s promoter, finding new work for the team throughout the corporation.
Officially, her role was to meet with executives, explain the department’s capabilities, and
capture the requirements of the new business opportunity. 

With the move to a new tools environment for XML-based authoring and content-
management systems, managers find that those with the technical skills to support the
tools that are not always part of the skills mix in the department. The best solution is to
find a person with the technical skills needed and who also has experience as an informa-
tion developer. An individual who has experience in both areas is more likely to under-
stand the working environment of the team than someone who is limited to technical
tools skills alone. Early benchmark research indicates that organizations using enterprise
tools for content management, XML authoring, and automated production need to devote
between 5% and 10% of staff resources to tools maintenance. That percentage will increase
if you decide to develop your own tools rather than use commercial off-the-shelf products
and industry standards.
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Creating specializations
The specialized skills required in a new team environment can often be found by recog-
nizing the strengths already prevalent among your team members. By giving them oppor-
tunities to pursue new skills, they gain expertise and are often more satisfied with their
jobs. If the skills you need don’t exist in your team, you can define the requirements and
pursue a staff increase, especially when you have executive support for funding new tools
acquisitions. 

In one organization I worked with, the executives wanted to know if existing staff
could handle the new tools responsibilities. If not, they wanted to know what new posi-
tions were needed, if they could be outsourced or part-time, and exactly how much the
new positions would cost as part of the request for funding approval. The organization
argued successfully that part of the responsibility for the new environment could be han-
dled by the two individuals on the existing tools team, but an additional full-time staff
member was needed to manage the new content-management system. They identified the
skills needed and hired a person with education and experience in information science.
No one on the existing staff met the requirements for the new position.

Your first choice in developing the new specialized skills you need should be your
existing team members. By identifying those individuals who are anxious to try out new
skills and pursue innovative approaches, you foster growth within the team. Look for
grass-roots activities that may already exist in your organization. One manager discov-
ered that a small team had been formed to gather customer information and conduct 
on-site visits with customers. They had some training and a plan, but they were working
undercover. By discovering their underground efforts and sanctioning them, the manager
helped the customer team influence the rest of the department and foster improved cus-
tomer relations.

In the absence of interest or expertise among your current team members, your second
choice might be to hire new team members with the specialized skills in hand. The third
choice might be outsourcing. Although many managers would prefer to have the skills
they need inside the team, it’s not always cost-effective to bring special skills inhouse.
When new tools are introduced, outside consultants who are experts in their use can get
your team up and running more quickly, perhaps gradually training and turning over
responsibility to inhouse specialists. Outside specialists in graphics and technical illustra-
tion, service providers in the areas of localization and translation, experienced indexers,
usability consultants, and others may be more easily added if they are not full-time
employees or even full-time contractors.

Accounting for domain expertise
Many information-development organizations are structured around product domains. In
many cases, the product development often takes place in independent business units,
in new product development teams, or in entire product teams acquired through mergers
and acquisitions. As a result, information developers tend to develop product domain
expertise, which adds to the silo mentality and makes change to a team-oriented environ-
ment more difficult.

Domain expertise can, of course, be a decided advantage to your organization. You
have team members who know the products and are viewed as valued members of the

Chapter 10: Developing Effective Teams 231

15_777110 ch10.qxp  11/15/06  4:15 PM  Page 231



232 Part 2: Portfolio Management

product teams. You’ve learned from unfortunate experience that many product develop-
ers are negative toward information developers who do not develop product expertise.
They become frustrated when the information developers ask them what to write rather
than researching the content on their own and asking intelligent questions.

On the other hand, team members may become overly attached to the product teams,
identifying more closely with the product developers than with your organization. They
may be reluctant to work with other team members and pursue common business goals,
arguing that their business units and product managers have different agendas and
requirements.

You may also encounter problems when your domain specialists would like to try some-
thing new or work on an innovative project. The product developers may be reluctant to
let them go, demanding that they continue to work on their traditional projects. Your
opportunity for cross-training others to work in a particular domain may be thwarted. One
manager lost a valued staff member because he could never escape from documenting the
same product he had worked on for years. The manager had suggested that another staff
member be cross-trained in the subject area but the offer was rejected by the product devel-
opers. Of course, when the senior staff member quit, no one was prepared to assume
responsibility for the information.

Topic-oriented information development strongly supports domain specialization,
even to the extent of dividing responsibility among specialists more finely than when they
authored books instead of topics. However, it is equally important to foster cross-training
so that more than one person is able to handle content in the domain. You will also find it
effective to ensure that members of your project teams become knowledgeable about all
the content team members are creating so that they can understand the total product in
more depth, identify opportunities where content can be used in more than one deliver-
able, reduce the number of content duplicates or near duplicates, and identify gaps in the
existing content, especially conceptual or descriptive topics. Cross-functional teams in
which learning from one another is encouraged means never having a team member who
claims that he or she “has no idea what anyone else is working on.” 

Best Practice–Managing the managers
If you are the only manager in your organization, you must provide the leadership
to create an effective team environment on your own, with the help, of course, of
your most senior team members. If you are a senior manager or a director, you

need to coordinate your efforts with other managers, especially if the other managers lead
physically dispersed teams. As you look for ways to use resources more effectively and
pursue your vision of a new organizational structure, you first need to enlist the support of
your other managers. If those managers do not report to you directly, you must work care-
fully to win their support or your initiatives are unlikely to succeed.

If all the managers report to you directly, your starting point is to build a collaborative
management team. Managers, like any stakeholders involved in a change, want to know
what is going on and not be surprised by your actions or statements about organizational
changes. When the managers report to you, invite them to an early discussion of the 
business goals and objectives that you have in mind. If they have been aware of the chal-
lenges in your business environment or some of the potential threats to the survival of the
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organization, they should be well prepared for an initial discussion of change. Even if
some of the other managers don’t report to you directly, take the initiative and invite them
into the initial discussions. They may be interested in the opportunity to get a broader
audience for their ideas, something that can happen most easily if all the managers work
together. 

If some of the other managers do not care to participate, you may want first to meet with
them individually to discuss your plans and win their cooperation. If you have enough
influence among senior managers, you may use a corporate-level sponsor to gain support
for your initiative at higher levels. If individual managers find that you have garnered high-
level support for the initiative, they may be more disposed to take part.

In either situation, you are obligated to explain how everyone is likely to win by partic-
ipating actively in the organizational change. Together you have more resources at your
disposal than independently. Together you are better able to approach senior management
with a proposal and gain a more receptive audience. If the change is necessary for the
long-term survival of information development, you are more likely to succeed by joining
forces than working independently or presenting contradictory proposals.

You will have to use all your change-management skills in your meetings with the
managers. Build a sense of urgency by communicating your understanding of the corpo-
rate goals. If you have heard rumors about outsourcing, offshoring, or reductions in force,
communicate those to your management team. If you have a vision of the department’s
future and know why achieving it is essential to the team’s survival, explain it thoroughly.
Work hard to let the skeptics and the nay-sayers voice their concerns. You’ll find it best to
get the problems onto the table rather than allowing them to fester back in the cubicles.
Find out what the concerns and objections are, but also ask the same skeptics how their
objections might be overcome. Facilitate the discussions through which you establish a
vision of the future, agree upon some goals and objectives, recognize strengths and weak-
nesses and opportunities and threats. Finally, after much discussion, ask for their commit-
ment and active participation in the change.

One way of gaining commitment and active participation is to engage the managers in
achieving short-term wins. Based on an assessment of their team members, the managers
may more easily identify opportunities for making immediate changes in line with the
vision of the future. Senior managers are appreciative of projects that deliver on the new
vision, especially if they can be completed with minimal initial investment. One team,
for example, decided to pursue a minimalist agenda and redesign the administrative man-
uals for which they were responsible before senior management approved the acquisition
of a content-management system. As a result of their small redesign project, they were
able to demonstrate the potential for reducing the volume of pages and provide a model
for a new information architecture. They could show an immediate return on investment
because the reduced page volume meant fewer words to translate and a smaller book
to print.

The success of a short-term initiative allows the manager and the team to win recogni-
tion for their effort and praise for their accomplishments throughout the organization. By
celebrating the small success, you gain a stronger commitment from the manager involved
and all the other team managers. They begin to see the potential for a positive gain for
themselves and their organization.
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Team work makes managers more effective
When your managers meet regularly with their counterparts in your department or in the
larger organization, the performance of all the managers improves:

✔ Managers make decisions that are better aligned with departmental and company
goals and policies because they are sensitive to the impact of those decisions on
the larger organizations.

✔ Managers develop professional standards for all the members to follow.

✔ The innovations that individual teams develop are open to the entire organization
rather than hidden in individual initiatives.

✔ Because managers must work together, they learn to support one another. As a
result, the managers become less dependent on their team members for support
and more closely aligned with their peers.

✔ Decisions about hiring and promotion are made by the team of managers so that
personnel decisions are more consistent.

✔ Training plans are developed globally so that all team members have an opportu-
nity for growth.

✔ Decisions about compensation are also made more consistently across the entire
organization, especially if compensation is linked to performance ranking.

✔ Your team of managers is less likely to engage in unproductive competition.

✔ You can ensure that your management team is fully involved in global initiatives
to improve performance, increase productivity, or reduce costs.2

Barriers to team performance
Team success, whether the team members are managers or information developers,
depends upon building trust. People often believe they are more successful on their own,
especially in western cultures. They feel that team members slow them down or force
them into less than optimal choices. Especially among introverts, team activities and col-
laborative work are uncomfortable.

Trust among team members and their managers begins with your advocacy and behav-
iors. If you demonstrate the behavior of trust that you want to instill in the managers, they
are more likely to learn to trust one another and communicate trust-building behaviors to
their team members. If you ask people to assume responsibility for team actions and be
accountable for their activities, you encourage everyone to act responsibly and for the
good of the organization.

Adding new members to any team can cause the team to become unsettled. You might
find it useful to assign an experienced manager and team member to a new person to

2 Thanks to Julie Bradbury for developing many of the ideas presented here on managing managers.
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help them understand how the team works and what behaviors and outcomes are
expected of them. 

You may also be responsible for counseling uncooperative individuals who prove 
disruptive to others on the team. Sometimes training is effective for instituting a team
spirit. In other cases, you may need uncooperative team members to look elsewhere for
opportunities.

Best Practice—Working with remote team members
Many more managers today find themselves managing people who do not work
in the same office space, building, city, or even in the same country. Some staff
may be co-located in small groups of information developers. Other small groups

of information developers may be co-located with development teams in various local or
remote locations. Some may work as lone writers co-located with product-development
teams but without professional colleagues. You may have team members who work at
home full- or part-time in your immediate vicinity or others who have moved away and
continue as part of the team. As a senior manager, you are likely to have teams that have
joined through mergers and acquisitions with their own management, standards, and cul-
ture, as well as global teams located around the world, some outsourced and some
directly employed by your organization. 

Managing in all or even a few of these situations is always challenging and may ulti-
mately be unsuccessful. Success requires that you develop strong communication skills
and build a management team that works together toward the same goals. 

As many publications managers recognize, managing remote teams takes much more
involvement and care than any of us would have imagined, especially when the remote
teams have a history of acting independently. In such cases, you encounter even more
challenging issues when the remote teams are inexperienced in information development
because they are located offshore in emerging economies.

Chapter 10: Developing Effective Teams 235

The Nut Island Effect
In the March 2001 issue of the Harvard Business Review, Paul Levy describes the Nut Island disaster. For more
than 30 years, Nut Island was the Boston area sewage treatment plant, located just far enough from Boston and
city managers to become isolated. What seemed like a dream team of self-sufficient workers was responsible for
the worst pollution disaster in Boston history, releasing billions of gallons of raw sewage into Boston Harbor.

The Nut Island disaster occurred because senior management paid little or no attention to the remote team at the
sewage plant. They assumed that the staff knew what it was doing and would keep operations going, no matter
what happened. The staff worked in almost complete isolation from the management, who were focused on more
pressing and more politically relevant issues. As long as the Nut Island staff did its job and didn’t complain, no
one paid them much attention. Early on, staff and managers did request funding to maintain and upgrade failing
equipment. But upgrading the sewage plant had few political payoffs for management, and so was ignored. The
staff heard the message and became increasingly self-sufficient, even in the face of the impending disaster.

continued
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The Nut Island Effect continued

Levy points out that the organizational pathology characteristic of Nut Island is not rare. Rather, many
organizations will suffer from the Nut Island effect, as publications managers will no doubt quickly recognize.
Not only should you guard against the Nut Island effect among remote teams of information developers, your
own organizations, often ignored by senior management, are in danger of developing an “us against the world”
mentality.

As Levy explains, the Nut Island effect goes through five fairly predictable stages, which sound frighteningly
familiar.

In Stage 1, senior management decides that an important, although not critical task should be assigned to a
manager and team. They give the manager and team almost complete autonomy to conduct business as they
see fit, as long as deadlines are met and embarrassing disasters avoided. The team members usually have a
strong work ethic and are often happiest working out of the limelight. They are very good at defining and
managing their own activities, few of which are understood by senior management.

Stage 2 is often quite felicitous. Senior management is pleased that the team can function with little, if any
supervision. When the team does ask for funding or responsibility for new functions (such as customer studies),
they are often rebuffed. Why spend more money on a function that is holding its own? Over time, the team
begins to resent senior managers who don’t care about what they do.

During Stage 3, the team becomes increasingly isolated, taking on a strong “us against the world” point of view.
They become increasingly skilled at disguising problems in front of outsiders. Think of the stories of remote
teams who fail to mention major problems in file management, technical understanding, and editorial abilities
until a deadline has been missed. Of course, until problems demand attention, senior management equates
silence with good process control.

Stage 4 marks the extent of the isolation. Rarely exposed to outside ideas or industry best practices, the team
makes up its own rules. The rules seem like good practices because there is no way to compare them. However,
the house rules often mask serious deficiencies in process and standards. I’ve visited many departments who
brag about the quality of their information design, only to find them dreadfully behind and oblivious to industry
standards. Their stock of ideas is limited to what they can think up themselves.

By the final stage, the distorted view of reality has become difficult, if not impossible to correct. Think of a
“legacy” staff, complacent about their processes, who are producing information products that no one uses and
reflect practices considered out of date for 20 years or more. Eventually, some event breaks the stalemate in
which management ignores the team and the team ignores management. In recent years, we’ve seen wholesale
layoffs and outsourcing of expensive and ineffectual information-development organizations. The typical
reaction is shock. “Haven’t we been doing the job everyone asked of us?” “Haven’t we worked extra long hours
to meet deadlines?” “Why have we suddenly become obsolete?”

As Levy points out, “a team can easily lose sight of the big picture when it narrowly focuses on a demanding
task. The task itself becomes the big picture, crowding other considerations out of the frame” (p. 58).3

3 Paul F. Levy, “The Nut Island Effect: When Good Teams Go Wrong,” Harvard Business Review, March 2001.
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Despite its apparent ubiquitous presence in our organizations, the Nut Island effect can
be avoided. Certainly, everyone wants team members who work hard and are dedicated
to the team’s success. But you must keep them from becoming isolated, unable to look at
their work in a larger context. You must keep your own teams and especially the remote
teams from becoming exclusively focused on deadlines and their own deliverables.
Instead, they need to participate in a strategic vision that is aligned with larger corporate
goals and customer needs:

1 Find ways to measure performance and give rewards that match larger corporate
goals. 

2 Keep senior management involved, especially through site visits and attendance
at staff celebrations and other customer-critical events. 

3 Integrate team members. Staff at the “home office” need to circulate among the
remote teams. Remote team members need to work for a time at headquarters.
All team members need to be actively involved with cross-departmental teams
working on customer studies, requirements, product design, support activities,
and so on. 

4 Bring in outside experts to introduce new ideas and benchmark team actions
against industry best practices. You need to involve everyone in the review and
improvement process.

You also need, of course, to get out of the office yourself to learn directly from remote
team members and managers and to interact with colleagues in your own field and associ-
ated fields. By building a community of professional colleagues and interacting in profes-
sional settings, you are continuously exposed to new thinking, decreasing your isolation,
and providing you with challenges. 

Paul Levy observes that putting good people into situations where they do the wrong
things is not just avoidable, it is tragic. It’s a waste of human potential and a threat to the
corporation’s survival. It’s a good idea to seek out possible instances of the Nut Island
effect and work very hard to prevent them from taking hold.

Helping remote team members succeed
Some of the ways managers successfully handle distributed teams include

✔ traveling regularly to every group location and getting to know staff members
personally

✔ scheduling regular all-hands meetings and conference calls so that everyone hears
the same message from management

✔ funding an occasional opportunity for people to travel to one location for a face-
to-face meeting

✔ holding a department conference to foster the exchange of innovative ideas and
successful projects
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✔ making frequent use of conference calls and video conferences to encourage com-
munication at all levels of the organization

✔ developing a departmental website and inviting team members to post pictures
and bios

✔ developing a department newsletter or a news page on the website

✔ encouraging regular interpersonal communication among team members through
telephone calls, emails, listservs, wikis, and instant messaging

✔ instituting a regular reward program to recognize staff accomplishments

✔ creating cross-location working groups involved in developing best practices for
the entire organization

✔ holding team get-togethers in conjunction with regional, national, or international
professional conferences

All of these activities are designed to keep lines of communication open and active. For
example, I worked with a management team that scheduled a series of workshops for the
staff, held at the larger locations. Lone writers or small groups are invited to the work-
shops, giving them an opportunity to meet and work directly with colleagues who they
communicate with but have never met face to face. These events have been successful in
forging relationships and opening lines of communication. 

As part of your team-building efforts, you may have to set some basic rules that all
team members are required to follow. Set up a working group whose responsibility it is to
develop the communication ground rules. Basic rules the groups have instituted include

✔ responding to phone messages and emails promptly, perhaps with a worst-case
time limit

✔ considering the tone of written communication to avoid unintended reactions

✔ following best practices for meetings and conference calls so that everyone has an
opportunity to be heard

✔ taking responsibility for promised actions and letting others know when a sched-
uled delivery cannot be met, why it can’t be met, and when one can promise
delivery

Many organizations have people in human resources who can provide coaching on
best practices for conference calls, meetings, emails, and instant messages. Training pro-
grams are available, often arranged through your human resources organization, that can
help your entire team learn to adapt to working with people they seldom or ever see in
person. With the right training, you can help your staff set their own goals for communi-
cating with their counterparts in other parts of the organization. The goal is to keep the
lines of communication open and avoid making people upset when behaviors differ. 
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Managing telecommuters and lone writers
In an effort to reduce costs, accommodate widely dispersed development teams, and
accommodate employees who are reluctant to commute long distances, more organiza-
tions promote telecommuting and assign individual information developers to work
alone, even though they are co-located with a development team. Although you will find
some differences in the management of the two groups, they are remarkably similar. 

Acquiring and retaining experienced, talented information developers is not easy, espe-
cially in more competitive markets around the world. In North America and Western
Europe, staff members who are permitted to work from home are more likely to stay with
the team. Experienced team members who want to move for personal and family reasons
decide to continue working with your team if they can work from home. 

After you have decided that a telecommuting team member is reliable, communicative,
and a valued contributor worth keeping, you need to discuss together your assumptions
about management and communication. Telecommuters should be able to manage their
own project work and meet their deadlines without prodding from team leads. If your
project managers are estimating their projects and assigning work in a reasonable way,
the telecommuters will know what they are expected to produce on what timeline. If they
are motivated to succeed, conscientious, and trustworthy, you should expect that work
gets done as if the individuals were in the next cubicle. Because telecommuters are often
free from the distractions of the office, you may even find that they are more productive
than their in-office colleagues.

If you have a global team working in many different time zones, you may have a few
telecommuters who agree to work in the evening or early in the morning to accommodate
time differences. Because they can more easily adjust their schedules, they may help you
enhance team cohesiveness.

Although the telecommuters find clear advantages to working at home, including
avoiding long commutes, having more time with families, reducing costs, and working
flexible schedules, they also find disadvantages in coordinating activities with other team
members. As the manager, you must ensure that telecommuters are kept in the communi-
cation loop, invited to meetings, and included in the flow of information. For example,
team members may have to learn how to accommodate remote team members during
conference calls or ensure that they have access to all the information they need to work
productively. Training on meeting etiquette should include limiting private conversations
and asking speakers to identify themselves, as well as ensuring that everyone has the cor-
rect call-in numbers and meeting times.

Like telecommuters, lone writers working with product developers experience a feel-
ing of isolation from colleagues. If you have set up a departmental website and instituted
listservs, instant messaging, and other forms of electronic communication and team build-
ing, you can help bring these individuals into the team. Lone writers often need help
asserting their independence from the people they work with every day. You need to
ensure that they understand the department’s vision so that they can effectively represent
the department to their work group. 
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Best Practice—Working with global teams
Global organizations, by definition, have work centers worldwide, which often
include both product and information developers. As a result, as a manager of
a global team, you find yourself managing team members who speak different

languages and make different cultural assumptions. Organizations become global through
mergers and acquisitions, but they also find opportunities to reduce costs by creating
work centers in emerging economies. In some cases, the information developers will have
much the same education, training, and experience as those on your home staff. In other
cases, you will find yourself with team members who are completely new to information
development. 

The strategies you use to develop an effective team in your own location will also
work, with some modification, in a global environment. If you already have a set of goals
for your original team, you will have to reexamine and possibly modify those goals for a
global team. Your global team will, you hope, embrace a shared vision of the future in
which everyone contributes to building efficient processes and increasing the value of
information to the customer. 

Achieving that common vision will likely require commitment and hard work by you
and your management team. If you already have a management team, add the new man-
agers to the team quickly. Asking existing team members to mentor newcomers will be
especially valuable in bringing new managers into the fold. If the teams you have inher-
ited lack a management structure, you may have to appoint a manager from among your
existing team until you are able to hire a local manager. Once the local manager is hired,
your existing manager should assume the mentoring role. Even if the new manager does
not report to you directly, find ways to include that manager in your global team. 

During mergers and acquisitions, many corporate executives promise newly acquired
organizations considerable autonomy. They are allowed to function independently of the
new organization, maintaining all their former practices and standards. That often creates
a conflict with a senior manager who is responsible for developing a global perspective
and ensuring that information goals are synchronized throughout the organization. In
some instances, your overtures or collaboration may be completely ignored. In other
instances, you may find that the independent teams and their managers are either willing
to listen or are already enthusiastic about working together.

If the expectation was established from the beginning that the new manager and team
members would become part of your organization, you need to be prepared to open the
lines of communication quickly. You should immediately arrange to travel to the new
location and meet personally with the manager and all the team members. Establishing a
common understanding at the beginning is essential to the success of the integration. As
soon as you can, ask members of the new team to serve on cross-functional teams together
with veteran team members. 

If the new teams are in countries and cultures that are new to your experience, you
may want to enroll in a cultural awareness workshop before scheduling your first meet-
ing. Even a basic understanding of the different behavioral expectations will improve
communication. In many high-touch cultures, a personal visit from the manager is essen-
tial for establishing future working relationships. 
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Just as you would with any geographically distributed team members, you must find
ways that team members can work together on special initiatives, even if they may not
work on the same information-development projects. It will be most important to invite
global team members to participate in existing initiatives. It will also be important to
begin new initiatives that directly involve the new members as quickly as possible. For
example, if you have a team of novice information developers, you may want to ask some
of your experienced team members to develop a workshop in basic technical writing
skills. These team members should work closely with the new members to develop the
goals for the workshop and set the agenda. They might also train someone on the new
team so that he or she is able to train new team members as they are added.

With your management team, develop a strategy for integrating the new global team
members into the overall organizational direction. In the following vignette, JoCarol Gau
of BMC Corporation explains how she developed a successful initiative to institute and
develop a team in India.
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Leading a Global Organization
By JoCarol Gau, BMC Corporation

After reading Leading Change by John P. Kotter, I decided to put Kotter’s method to the test on a change effort in
my department. The change effort is the offshoring of information development activities to India. 

I found myself in a work crisis involving change and insecurity. Change was in the form of R&D jobs being
offshored to India and long-time employees in the US being laid off. Our small operation in India had grown to
about 400 employees in just two years. 

What did this mean for the information-development organization? Many people thought that the offshoring of
support, development, and quality assurance personnel would not cross over to technical writers. However, the
Information Design and Development (ID&D) organization started researching the technical communication
profession in India and the possibility of adding information-development jobs at our site in Pune, India. 

Setting up even a small staff of information developers in India involved a huge mind shift, not only for the
writing organization but also for the many extended team members in the R&D organization. In the US,
questions were raised about the writing skills of non-native English speakers, about the availability of
educational programs and training for technical communicators in India, and especially about the background
and experience of software documentation professionals. 

However, our research indicated clear advantages of having some writers in India: significant cost savings, the
efficiencies of having writers working side-by-side with remote R&D teams, and the potential of offloading work
for an overburdened workforce in the US. Also, we discovered that India indeed had a small but growing force
of technical writers and an STC membership of about 400. 

To take advantage of the offshore potential and, at the same time, to dispel the concerns of the home
organization, the BMC managers decided to employ Kotter’s eight-stage process. The process helped us to drive
change, not only within the writing organization, but also with extended R&D teams. So far, the process has
proven to be a practical and worthwhile approach to leading change efforts in the offshoring arena. 

continued
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Leading a Global Organization continued

Stage 1. Establishing a Sense of Urgency

The sense of urgency for us was created by an order from upper management to slash costs and improve
operating margins. While other groups were lowering costs with cheaper Indian labor, ID&D found savings by
moving writers at higher-cost commercial locations to offices at home, but these measures were not enough.
Reducing head-count was not an option, as R&D teams were hiring abroad at a fast pace and we needed
information developers to work with those teams. If ID&D management couldn’t find cheaper ways of delivering
documentation, writers in the US stood a great chance of being outsourced or laid off. The situation was urgent.
We eventually came to the conclusion that by adding some lower-cost labor in India, we could actually save jobs
in the US because this tactic lowered our overall expenses for the department. 

Stage 2: Creating the Guiding Coalition

Our small team that is leading the offshoring effort includes the ID&D director and senior manager, a lead and
senior writer, and an editor. The coalition has expanded to include our new Indian counterparts. This guiding
coalition contains the key characteristics that Kotter suggests: ID&D management, with the support of the senior
leadership team, has power to guide the change effort. The writers and editor provide expertise and leadership.
Involving our Indian peers gives them a stake in the process and lends credibility that the new team will be
successful. Along with the urgency established in stage one, having an authoritative, experienced, and credible
guiding coalition has helped lower the resistance to change. 

Stage 3: Developing a Vision and Strategy

I found Kotter’s emphasis on vision to be one of the most enlightening parts of his work and have applied it
judiciously to our offshoring effort. One of the first things the guiding coalition did was to “imagine a picture of
the future” and write it down. Our guiding coalition knew exactly where we wanted to be in one year and
developed a phased quarterly process (strategy) for getting us there. The phased process provides a realistic
approach to building a foundation that will support an overseas operation. 

Stage 4: Communicating the Change Vision

For our offshoring efforts, communication does not have a set beginning and end. Communication has to
occur throughout the offshoring process with regular updates at all-hands meetings, project kick-off meetings,
presentations by the guiding coalition at staff meetings, a global ID&D team website, and newsletter articles.
These forums allow for two-way communication to receive feedback from employees about the offshoring
process and to address concerns such as maintaining the quality of the documentation, mentoring less
experienced writers overseas, and working with remote teams in opposite time zones. Ongoing communication
continues to reinforce why we are offshoring and provides information about how we are doing it, who is
involved, and what the plan is for success. 

Stage 5: Empowering Employees for Broad-Based Action

Employees are empowered by serving as mentors to work with the new Indian writers. The mentors start
new projects with remote Indian workers, determine the type of information that must be conveyed, and set
expectations with development teams. In addition, the company provides intercultural training classes for both
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the US and India so that employees at all locations learn about the differences between working with low-
context cultures in the US and high-context cultures in India. We also have training for “Virtual Teams” and
“Leading from a Distance” to learn best practices of working in a virtual team environment. These actions
remove barriers that might stall the change process. For instance, remote team members learn how to build
relationships despite the limitations of electronic communications versus face-to-face interaction. As mentors,
employees are accountable for ensuring a successful outcome. Working together toward common goals helps to
remove the cynicism and doubts about moving some of the R&D operations to lower-cost “competency centers.” 

Stage 6: Generating Short-Term Wins

Some short-term wins are already happening as writers in India have become successful at completing
documentation assignments. They are learning to publish independently without relying on US writers, a huge
benefit to an already stretched workforce. Through surveys of US and Indian employees, we are finding out
where improvements can be made. 

Stage 7: Consolidating Gains and Producing More Change

I can’t say we are at this stage yet, but I believe that eventually writers and development team members in all
locations will see the benefits of working together in our new global environment. What we’ve seen so far is that
most people enjoy working with different cultures and feel fortunate to have these opportunities. Relationships
are forming across time zones and oceans. In the US, we’ve been forced out of our shells and grown because of
it. That’s not to say that we don’t have some holdouts. Some of us still wonder about the long-term benefits of
sending work abroad, but the number of us who do is growing smaller. 

Stage 8: Anchoring New Approaches in the Culture

The future holds promising for enabling us to work together to reduce costs, maintain and improve quality, and
stay competitive in a global environment. I believe that the global workforce is here to stay, and that in the near
future, we’ll accept it as the norm. I hope that our ability to compete opens up even more jobs for American
workers and that we don’t see degradation in our work life because of it. As my team approaches its one-year
anniversary for offshoring, we must demonstrate continued leadership in the new global environment.4

4 JoCarol Gau, “Putting Kotter’s Ideas to the Test: Leading Change Through an Offshoring Effort,” Best Practices of The Center
for Information-Development Management, August 2005.

In our studies of adding information developers in emerging economies like India and
China, we have found that the efforts are often more successful when the new team mem-
bers are direct employees of the company rather than employed by an outsource com-
pany. Direct employees are usually hired by your staff and have the skills or potential to
meet your needs. They tend to be more loyal over the long term because they are brought
into the organization and supported through training and career development opportuni-
ties. They begin to work as members of project teams with global colleagues and assume
leadership responsibilities when they are ready.
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Beginning with a mature process
You are most likely to be successful working with global teams if your existing team has
developed mature processes. In the Information Process Maturity Model (IPMM), a Level
3 organization has the following characteristics:

✔ A strong centralized management team

✔ Established processes for project management, including estimating resources
required and tracking projects through the information-development life cycle

✔ Well-integrated quality assurance activities, including developmental as well as
copyediting

✔ Policies for hiring and training new and existing team members

✔ Processes in place to foster innovations to improve efficiency and effectiveness

✔ A growing understanding of customer information needs

✔ Budgetary responsibilities, including responsibility for managing overall costs of
information development

You can find more details about IPMM Level 3 and higher in Chapter 2: The Information
Process Maturity Model.

If you do not have mature processes in place in your own organization, you will find
it significantly more difficult to develop successful processes among new, often inexperi-
enced global teams. The new team members, who may be more comfortable following
established practices than creating their own, are likely to become frustrated at the lack
of consistent direction. That implies that if you are asked to work with a new team in a
new country, you need first to get your own practices into better shape, including writing
process and style guides, establishing project management protocols, and setting objec-
tives for quality and timeliness.

Having an adequate budget
You should already recognize that the promised cost savings of hiring information devel-
opers in low-cost economies are not likely to be achieved immediately. Your startup costs
will be considerable in hiring, managing, training, and quality assurance. Be certain to
track these costs, especially the time required by your existing staff to mentor the new-
comers and the time your staff may need to spend editing and even rewriting work.
Assume that you will not achieve the promised savings for two to three years after begin-
ning, even if the salaries levels are much lower. One manager summed up her experience
by comparing the new venture to hiring a team of summer interns with no prior experi-
ence and housing them 12,000 miles and 12 time zones away.

Developing an implementation plan
Planning should include startup and ongoing management, travel, relocation of managers
or team members, hiring and training strategy, expected start-up and ongoing costs, com-
munication, project cost tracking, calculations of return on investment, and more. It is
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much better to have some plan in place, even if it is subject to major changes, than no plan
at all.

Begin your implementation with a carefully chosen pilot project. The pilot project will
be most successful if it is carefully planned, involving well-understood existing documen-
tation that requires maintenance and updating rather than information for an entirely new
product. The more structure that can be provided initially, the more successful new infor-
mation developers will be, especially when they have little or no training or experience in
technical communication and no on-site experienced publications management. An expe-
rienced manager would give a new team such structured work even if the team were in
the home location.

Involve as many of your local information developers with your global implementation
as you can. Include individuals from local and global teams in the same project rather
than relegating only legacy work to the new team members. They will learn faster if they
are integrated with local information developers in projects, and the local information
developers will be happier and more helpful to the global team members.

All of the successful implementations that Comtech has benchmarked were started
with a reasonable number of information developers. The attempts with one, two, or even
six information developers have failed. Many of the costs of developing global teams in
emerging economies are fixed, but the savings depend on how much work can be done by
new information developers compared with their American or European counterparts.
The tendency has been for companies to inadequately support small implementations.
Without a minimum number of people working together, it is difficult to develop the
sense of community that is important to eastern cultures.

Many start-up costs and some ongoing costs are independent of the size of the group
being established. These costs include travel, hiring, training, editing, and establishing
process and management. Unless your labor savings are large enough to offset these costs,
your implementation will not be successful. With a small number of information develop-
ers in the new global location, the absence of a workplace community results in high attri-
tion levels.

Best Practice–Outsourcing and offshoring
Outsourcing information development often seems attractive to senior manage-
ment because they can reduce headcount and obtain what they believe is an equal
or better quality of service from a committed and responsible vendor. They hope to

reduce internal costs, at least to the extent they show up on balance sheets by decreasing
the number of direct headcount. As an information-development manager, you may also
identify opportunities on your own for an outsourcing relationship. You may find it easier
to hire contractors than direct employees. You may have overload work during project
deadlines that could be done without increasing permanent staff. You may need the exper-
tise of an outsource vendor’s staff to work in an area that is new to your team members.

To begin an outsourcing effort, you need to define carefully and thoroughly the work to
be done and your expectations for its quality. In fact, you need a statement of work that is
detailed and explicit in defining your requirements. The best statements of work come
when you already are experienced in defining internal projects and estimating and tracking
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their progress. If you have never done so internally, you have a considerable learning
curve in defining a work effort for an outsource contract.

Perhaps the simplest type of outsourcing is to hire contract information developers
through an outsourcing agency. Often, you need to define little more than the qualifications
required and the length of the project. All the responsibility for training and managing the
contract staff falls on you and your project managers. However, if you hope to have the
work managed by the agency, you must define the scope and complexity of the project.
You may find it valuable to estimate the cost of the project were it to be done internally
with your staff as a point of comparison to evaluate proposals from potential vendors.

If you want the outsourcing vendor to handle the entire job, including employing and
housing its own information developers, assuring the quality of the work, providing its
own equipment, and managing the project, you are obligated to define your expectations
in detail in a request for proposal. By knowing what it would cost to do the same work
internally in your organization, you may even be able to make a business case to avoid
outsourcing completely.

Select potential outsource vendors on the basis of the quality they can provide
You may have an opportunity to outsource to a local vendor whose staff may easily com-
municate with your team members and with subject-matter experts on the development
and product marketing teams. You may be required to work with outsource vendors in
low-cost economies, distant from your home location. Consider first the quality of work
you expect and define this quality in a service level agreement that you include with the
request for proposal.

A service level agreement should include definitions of the timeline for deliverables,
including all interim deliverables for the project. Deliverables should include project
plans, estimates of work, project-tracking reports, and periodic progress reports in addi-
tion to the final content deliverables. The agreement should state the requirements for the
quality of the deliverables in terms of completeness and accuracy, as well as readability,
terminology, standard English, and usability. You must define how each of the quality
requirements will be measured. For example, you may define accuracy as passing a
review by subject-matter experts or testing successfully with the product. Usability may
be defined as successfully being reviewed in usability tests with typical customers. The
more thoroughly you define your expectations, the less likely you will end up in a con-
tract dispute.

In the service level agreement, define the qualifications you expect of the people hired
to do the work. You will need to establish qualifications for each position, including years
of experience in the information-development field, knowledge of the technical subject
matter, education, and training. With the qualifications defined, you may have to accept
anyone the vendor hires. 

If you are a mature organization, you may want to require a defined level of process
maturity from your outsource vendor, as measured by the five levels of process maturity
in the IPMM. You are unlikely to find any organization with a process maturity level
lower than Level 3 to be acceptable. If you do not know the IPMM level of the vendors,
review the criteria that define a Level 3 organization and ask for evidence that the vendor
has achieved this level in their work practices.
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Many offshore outsource vendors claim a process maturity level of 5 according to the
capability maturity model of the Software Engineering Institute. Of course, they have been
measured according to their product-development skills, not their information-develop-
ment abilities. However, as Level 5 organizations, they often have in place well-defined
processes and best practices that ensure that projects will proceed smoothly from begin-
ning to end. At the same time, as Level 5 organizations, they expect that you will be 
well-prepared to manage projects at the same level they do. If you do not have a Level 5
organization, as defined by the Software Engineering Institute, you may find yourself at a
disadvantage in working with a Level 5 organization. You may be accustomed to relying
on the individual initiative of your team members to understand users and research new
products during the development life cycle. You may expect team members to work inde-
pendently and meet final deadlines without tracking their progress or asking for estimates
of the time they require to complete their tasks. In fact, you may not know much about the
activities they are pursuing to get their work done. You may expect your team members to
manage themselves. If so, you are most likely at a Level 1 or 2 of process maturity, at least
in IPMM terms. As such, you may find it frustrating to work with an outsource vendor that
has high expectations about the information you can provide about the projects. I do not
recommend that you engage in outsourcing or offshoring until you reach an IPMM Level 3.

If your product developers are also operating at a low level of process maturity, you
may have difficulty getting them to work effectively with a mature outsource vendor. The
vendor will expect information to be provided in requirements and product specifications
that are kept up to date. They will expect timely reviews of draft deliverables and the reso-
lution of gaps in the information. They will expect formal notification of product changes
that will lead to changes in scope and timing of deliverables. They will also expect to be
paid for all their work, including extra work required to accommodate changes in the
product that are outside the original project scope.

At the same time, you probably don’t want to contract with an outsource vendor that is
disorganized and unreliable in estimating projects and keeping to deadlines. You can’t
expect to obtain reliable and consistent work from an organization at Level 1 or 2. If you
do not have a mature process in place in your organization, you probably should not be
outsourcing at all.

Avoiding the low-priced vendor
Avoiding the low-priced vendor is often a best measure in outsourcing. However, you
may be required to outsource only to low-cost economies where the only qualification is
low prices. If at all possible, identify more than one potential vendor and ask for refer-
ences. Talking with managers who have used the vendor’s services will give you an indi-
cation of the quality and reliability of the work they have done in the past. As you talk
with references, be careful to discuss requirements. You may have a different set of expec-
tations than another manager. Ensure that the vendor does the type of work you are 
looking for. If you want contractors to work inhouse, be certain that the vendors on your
list provide this type of service. If you want the information developers to work remotely
and be fully managed by the vendor, don’t select a contract agency that only sends people
to your site. 
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As you develop your request for proposal, ask for a breakdown of services and their
costs. You want to know what percentage of costs goes toward quality assurance or pro-
ject management activities. If you are hiring a group of contractors, you want prices in
terms of hourly rates for each skill level. If you are hiring a vendor to do the entire job for
you, you should ask for a cost for the entire project. However, know that to obtain a useful
total project cost, you must provide data about the scope of the project, even if you do not
yet know exactly what the scope will be. The outsource vendor will need information
about the nature and number of deliverables required in terms of pages or words, how
much content is existing and how much will have to be revised or written new, the infor-
mation required through the information-development life cycle, the number of drafts to
be expected, the graphics required, and the amount of access to the product to review con-
tent and produce screen images. You will have to detail how the vendors will gain access
to subject-matter experts, products in development, existing content, style sheets and tem-
plates, and anything else you normally use during your information development
inhouse.

Remember that your outsource vendor is entitled to a reasonable profit as well. You
will have a better relationship with a vendor that is successful than with one that is afraid
of losing money on your project. Be prepared to anticipate and fairly evaluate requests for
changes in scope. Don’t expect outsource vendors to do everything you might ask of your
inhouse information developers without additional compensation. One of the surprises
that many organizations experience is the cost of overtime or additional hours that they
are accustomed to getting for free from overworked employees.

Summary
Information-development managers are challenged today to develop effective teams
across distributed organizations located around the world. The team members include
those hired locally, those working alone or at home, those added through mergers and
acquisitions, those set up in low-cost, emerging economies, and those who work for out-
sourced agencies both locally and globally. Few managers are equipped to handle all the
diversity as individuals; for that reason, they must depend upon the skills of a manage-
ment team that often includes individuals who were once independent managers in their
own organizations.

To create an effective team environment among all the possible variables requires atten-
tion to change management and team building:

✔ Consider carefully the tactics you will need to develop a collegial and cooperative
team environment.

✔ Establish a business strategy to support the need for a collaborative team, espe-
cially if you have not encouraged collaboration in your previous business model.
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✔ Define the roles and responsibilities required of team members, focusing on devel-
oping the strengths of each individual and adding new staff to assume specializa-
tions required by a changing work environment.

✔ If you have a team of managers working for you, develop expectations for your
management team and develop their best practices.

✔ Understand the challenges of managing people who are not in the same location
you are, including remote team members in many different work environments.

✔ Learn how to work with managers and team members in different countries with
different languages and cultures.

✔ If you decide to outsource some of your organization’s work, learn to manage out-
source projects effectively, whether your vendors are local or in low-cost, emerg-
ing economies.

Nothing is more satisfying to a manager than having established and maintained a
smoothly operating and effective team. 
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“We all add our strengths to the team.”
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Managing Your
Team Resources

Management is nothing more than motivating other people.
—Lee Iacocca

If you don’t believe that good management contributes to the
success of your company, consider the results of the study con-
ducted in 2005 by McKinsey Company and the London School
of Economics. The study surveyed 700 manufacturing compa-
nies in the US, the UK, France, and Germany and compared
their responses to the financial performance of the companies,
including market share, market growth, and shareholder value.
They found that excellent managers produce excellent results,
and mediocre managers lead to mediocre corporate perfor-
mance. Those managers who follow best practices in defining
standards, measuring results, and promoting the effectiveness
and productivity of their teams, as well as corporate assets and
capabilities achieve results that are measured in the bottom line.

The McKinsey study concludes that one of the best ways for
managers to learn what works and what doesn’t is through
the sharing and publication of industry best practices. That, of
course, is the principle on which CIDM is built. Good managers
look for and rapidly adopt innovative practices among their
competition and the best in class. Among the best practices that
McKinsey studied were methods used by managers to decrease
the cost of operations by adopting lean methods, to set goals
and reward employees for achieving them and finding ways to
find, attract, and retain talented employees.

One of the most interesting measurements that the study used
to correlate management with company performance was Total
Factor Productivity (TFP). TFP defines an efficiency measure that
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captures factors other than hours worked or capital investment. It includes management
techniques, use of technology, the use of public infrastructure, and just plain luck. They
found that one point on the management scale (1 to 5) of 18 characteristics correlated with
6 percentage points on the TFP scale. That percentage correlated statistically with a 35%
gain in return-on-capital-employed (ROCE). That is quite amazing. It shows that good
management produces best corporate results.

Better managed companies are generally more flexible and have workforces that are
more likely to support change. They have more training and opportunities for profes-
sional development and they support more autonomy in decision making. Interestingly,
they discovered that companies with more female managers tended to have more flexible
and autonomous teams. Better managed companies provide for a better work-life balance.

Managing Information Developers
You certainly have heard the saying, “A team is only as good as its weakest member.”
Despite that truism, no one ever has, nor really wants, a team that has nothing but star
performers. The egos alone would make the team difficult to manage. Any team is made
up of people who have a variety of strengths and weaknesses. The team has people who
are star performers in some situations and some of the time but not all of the time or in
all situations. 

As an information-development manager, you have the responsibility of encouraging
all your team members to contribute to the best of their abilities. You must encourage
individuals to take leadership roles when they are best suited to lead and to follow others
when appropriate. You must find ways of motivating people to perform beyond their
averages. You have to help people identify the objectives that they will work to achieve as
a part of their short- or long-term performance. You have to intervene when problems
occur to get an individual or the team back on track. 

Many managers find personnel management their most difficult assignment. They
would much prefer to manage deadlines and deliverables than people. However, unless the
people you work with understand clearly what you expect from them, they will find their
own direction, often in conflict with the larger organization, your department, or their own
teammates. 

Many resources are usually available in an organization to assist you in personnel man-
agement issues. You are responsible for hiring new staff, providing for training and pro-
fessional development, conducting yearly performance evaluations, setting salary levels,
rewarding exemplary contributions, and keeping people motivated to do their best work.
You may be able to use resources that are provided by your human resources organization
for your own training. Human resources may provide support when you have to handle
difficult personnel situations or deliver bad news. Resources are also available in person-
nel management literature and through membership in groups like the Management
Special Interest Group (SIG) of the Society for Technical Communication (STC) and the
Center for Information-Development Management (CIDM).

16_777110 ch11.qxp  11/15/06  4:37 PM  Page 252



Many of the resources deal with general personnel management issues. Few consider
the special needs of information developers in an organization. Managers report that the
special needs of their information developers are the result of personality types and the
culture of technical communication:

✔ Information developers take pride in the quality of their work, especially their
final deliverables.

✔ Information developers often enjoy learning to use new computer software that
can add to the quality of their deliverables.

✔ Information developers are conscientious and hardworking, willing to put in
extra time when necessary to meet deadlines and improve the quality of their
deliverables.

✔ As conscientious workers, information developers often respect the traditions of the
technical communication profession and of sound writing and editing in general.

✔ Information developers are often shy introverts, making them uncomfortable
working in teams or with people they don’t know personally. 

✔ As shy introverts, information developers may be reluctant to meet with cus-
tomers or speak out in meetings with people from other organizations.

✔ Information developers may have difficulty recognizing the relationship of their
day-to-day work with larger corporate goals.

✔ As traditionalists, information developers may be reluctant to change the way
they work.

✔ Information developers may not want to assert their own positions or those of
their managers and colleagues in discussions with people they believe have more
authority.

Clearly, these attributes are not shared by all people who choose a career in information
development. However, to the extent they are shared by many individuals, they present
special challenges for management. 

Best Practices in Managing
People Resources
A great deal of information is available on personnel management. In many companies,
managers are offered training to help them manage people effectively and are supported
by professionals in human resources when they have personnel problems. In this chapter,
the emphasis is on managing information developers, taking into account their particular
strengths and weaknesses. 
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You learn about six best practices to build an effective staff and ensure they are work-
ing in the most productive and quality-focused manner they are able:

✔ Developing a hiring strategy

✔ Investing in professional development

✔ Developing individual strengths

✔ Managing by objectives 

✔ Delivering difficult messages

✔ Measuring productivity

In Chapter 10, the focus was on building a collaborative organization across different
geographic and cultural environments. Here, I discuss issues of personnel management
focused on improving the effectiveness of your existing team members.

Best Practice—Developing a hiring strategy
If you review the average job announcement for an information developer, you will
most often note an emphasis on tools. Even though the announcement will include
a reference to excellent writing abilities or years of experience in technical commu-

nication, the only specific qualification is the ability to use one or more of the standard desk-
top publishing or online help authoring tools. Knowing FrameMaker or RoboHelp is often a
limiting characteristic of the job search.

At the same time, managers decry the lack of basic writing and editing skills among
candidates. They are concerned that many applicants know little about information devel-
opment, lacking an understanding of customer analysis, information design and plan-
ning, or topic-based authoring. To counter the emphasis on tools in hiring, managers need
to carefully define the competencies required among their staff and find ways to identify
these competencies or their potential in new applicants.

The changing skill set required of information developers today includes more than
basic writing and editing skills, although they remain the foundation. Managers need
team members who can

✔ plan a project and carry through on the plan throughout the information-
development life cycle

✔ plan customer research and conduct customer studies, including visiting cus-
tomers at their locations

✔ use customer knowledge to redesign information deliverables so that they better
meet customer needs

✔ apply minimalist principles to information design, transforming too much useless
content into information that provides measurable value to the user

✔ learn new tools and technology 
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✔ appreciate the growing need for topic-based authoring and be able to transform
book-based content into consistent, reusable topics

✔ work effectively with product developers, instructional designers, support person-
nel, trainers, and others in the organization 

✔ be a spokesperson for sound information design in the context of business require-
ments and constraints

✔ be open to and enthusiastic about changing from the traditional ways of working

This list is not meant to be complete. In your organization, you will have a somewhat
different set of competencies. The key is to define what is needed, now and in the future.
Not everyone will have all of these competencies, but without some of them strongly in
place, you will have team members who are not fully able to contribute to the changing
work environment.

Changing the personality mix of your team
Many managers are concerned that their team members are too reticent in their interac-
tions with others in the organization, especially when they believe that those individuals
are more powerful. Product or process managers may expect information developers to
assume secretarial roles, writing what they are dictated to write by the subject-matter
experts (SMEs). Managers expect the information developers to push back, explaining
that they, not the SMEs, are experts in information design and delivery and demonstrating
how information might be made more effective.

If you find yourself with a team that is more comfortable working behind the scenes,
you should consider using your hiring opportunities to change the team’s personality
mix. In defining the type of personality you are looking for, recognize that individuals
who are more extroverted and like the challenge of influencing others may seem radically
different from your existing team members. They may be more talkative and outgoing,
more comfortable meeting people and asserting their points of view. They are often more
willing to interact with others directly, through phone calls and meetings rather than rely-
ing upon email to communicate. 

You may also find that you already have team members who are more assertive. With a
little training and a lot of support, they may learn to support the department’s objectives
in the face of ownership and opposition. You must be certain to support their initial efforts
with new SMEs or those who want information “their way.” 

Whether you guide existing team members toward a more assertive role or bring in
new people who are comfortable being assertive, you need to provide guidance. You will
find it important to model the behaviors you want and ensure that everyone has solid
training in the principles you want them to avow. When they encounter opposition, espe-
cially from powerful individuals, find ways to support them actively. One manager held
lunch meetings at which team members presented their most difficult situations. They
each presented a problem, which usually occurred when an influential individual insisted
that something be included in a document that was not part of the standard or needed by
the user. Other team members offered advice on handling the situation, presenting argu-
ments and evidence that would demonstrate a better way to respond. 
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You must also concede that your team will not win in all cases. I worked with an engi-
neer who insisted on adding a long dissertation on the theory of light to a manual for 
people who installed the company’s product. Although we argued at length that the infor-
mation was inappropriate for the users, he eventually won the argument. The information
had no value for the users, it increased the size of the manual, and it was generally ignored
by the users. 

Hiring new graduates and entry-level employees
Many information-development managers focus on hiring only experienced information
developers. As a result, they offer no opportunities for new graduates of technical writing
programs. Yet, these new graduates often are a rich source of new ideas and technologies
that can expand a department’s skills portfolio. 

A number of excellent degree programs produce graduates who have been exposed to
new ideas and techniques, including usability testing, customer studies, topic-based
authoring, and XML or HTML document development. What they lack in years of experi-
ence in information development, they make up for with enthusiasm and a fresh way of
approaching traditional problems.

Entry-level employees, who have varied and interesting work backgrounds in other
fields, can also add life to your teams. Individuals with experience or education in infor-
mation sciences can help you define a new information architecture or help configure a
content management system. Those with experience in support or training may bring a
new customer perspective to the team. One manager hired an individual who had been
a member of the user community for the company’s products. He provided invaluable
information about how the product was actually used in the field and how users inter-
acted with information.

Entry-level employees may require more training in writing and editing or even the tech-
nology your team supports, but they bring innovative approaches that will challenge tradi-
tion and encourage others to consider new ways of developing and delivering information.

Testing for basic skills
Although you may be looking for a skill set in new employees that is different from the
skill set of a traditional information developer, you may still want to ensure that new hires
have basic communication skills. I have long advocated conducting writing and editing
tests, even for administrative employees. I find that people fit better into an information-
development environment if they can write.

Writing and editing tests have long been part of the hiring process in information
development. In a few organizations, a human resources department might argue that
tests are illegal. As long as everyone in the department, including existing employees, is
able to pass the same test, you are fairly and uniformly administering it.

Basic skills tests do not have to be complicated. If you ask someone to write a basic pro-
cedure or rewrite a general concept that is badly organized or directed toward the wrong
audience, you will be able to evaluate their writing abilities. Editing tests generally ask
people to mark and correct a text that has both obvious and subtle errors of spelling,
punctuation, grammar, and facts. Comtech keeps looking for the few who realize that
April has only 30 days, not 31. Passing the editing test generally indicates that the new
hire is sufficiently detail oriented to survive in our environment.
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Whatever test you devise, be certain that you test everyone first and that the test
reflects the baseline of skills you believe critical to success in your organization. 

Involving team members in the hiring decisions
Giving tests on basic skills is a straightforward way to evaluate candidates. It is much
more difficult to test for an entrepreneurial spirit, an assertive but not obnoxious personal-
ity, and the ability to enthusiastically promote the vision of information development in
your organization. That combination of personality traits can be identified through inter-
views and discussions with previous employers and colleagues.

Most information-development managers involve team members in the evaluation of
candidates and the hiring decision. Team members should have an opportunity to interview
candidates individually, as long as they have had some training on interview techniques
and the legality of certain questions. Once everyone has met the candidates individually,
you can schedule a review session in which the candidates’ qualifications are discussed and
ranked. Be aware that if you are hoping to hire people who are different from your typical
team member, you may encounter resistance. A group of shy introverts may find a gregari-
ous extrovert uncomfortable. It’s important that you establish the ground rules for the new
hire and address people’s concerns in advance. Otherwise, you are likely to hire only those
who are very much like the existing team.

Best Practice—Investing in professional development
A core competency of a Level 3 or higher organization in the IPMM is its commit-
ment to the professional development of staff. Professional development occurs in
many ways, including opportunities for participation in training programs:

✔ inhouse training in the product technology or the service or process being devel-
oped and documented

✔ training and mentoring for new hires in the existing processes and best practices of
the department, including tools and templates, style guides, authoring guidelines

✔ opportunities to attend external or internal training programs in areas of special-
ization such as usability, customer studies, task analysis, project management,
minimalism, structured authoring 

✔ training in new tools and technologies that are being introduced to the organization

✔ training for managers in project, personnel, and change management as well as
strategic planning, metrics development, public speaking, and other topics
designed specifically for managers

In addition to formal training programs offered inhouse or available externally, man-
agers can foster professional development by ensuring that staff have opportunities to
attend professional conferences. Attendance at general industry conferences, such as the
annual conference of the STC, attendance at subject-matter-specific events, such as the
Content Management Strategies or KM World conferences, or attendance in job-role-specific
events, such as the Best Practices annual conference of the CIDM provide opportunities
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for learning. Through exposure to speakers and participants from other companies, partic-
ipants in public events learn about innovations in the field or even standard practices that
are simply unfamiliar to them. By reporting on what they heard, individuals who have
attended industry conferences bring back new ideas to their entire teams.

Managers should also encourage staff to engage in personal learning projects. These
may include reading about an innovative idea, investigating new tools, attending webi-
nars, and more. The individuals should once again be prepared to bring their learning to
the rest of the staff through brown-bag lunch sessions, internal conferences and webinars,
or even through the development of electronic mailing lists and wikis to exchange infor-
mation in an open forum. Department websites provide an opportunity for individuals to
disseminate what they have learned throughout the team.

Funding professional development
Most information-development managers are active supporters of learning for the team
members. Only rarely do I hear about a manager who will not support professional devel-
opment because the subjects are just “common sense” that everyone should already know.
However, many companies fail to fund learning activities adequately or at all. Managers
have to work hard to get adequate budget lines for attendance at workshops and confer-
ences, especially when travel restrictions are in place. Failing to recognize the need for
learning among information developers often results from the assumption that writers are
clerical workers. Clerical workers rarely receive outside training opportunities. Changing
the perception of information developers in the organizations includes gaining support
for training and professional development. I advise information-development managers
to look at the opportunities provided in peer departments to help make a business case
for more professional development funding.

Budgeting for training and professional development should provide sufficient funding
to support each staff member. Some organizations establish training budgets at a minimum
of 1% to 2% of the total department budget. If you have five people in your department
and a basic budget of between $500,000 and $1,000,000 (based on fully burdened salary
costs), you should have a minimum of $5,000 to $10,000 available for training and profes-
sional development.

If travel restrictions present barriers to training and professional development, man-
agers should consider bringing professional development opportunities inhouse. Webinars
are low cost but must be selected carefully. They are typically quite short, and participants
may be overwhelmed by sales pitches. Inhouse workshops are available in almost every
area of specialized learning, as are local programs sponsored by professional organizations.

Encouraging participation
Some managers have a training budget but they wait until a staff member requests train-
ing. Professional development should be built into the yearly objectives of every staff
member. Otherwise a few people who are most interested will get most of the opportuni-
ties. Others who are uninterested or unwilling to speak up may be left out. Unfortunately,
managers know that some staff are simply not willing to assert themselves and take
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responsibility for their own professional development. Such attitudes should be addressed
during performance reviews. Individuals may do their day-to-day jobs adequately, but
they offer little to the overall improvement of the team or to the challenge of increasing
productivity and quality to customers.

Best Practice—Developing individual strengths
Many organizations spend considerable time and energy trying to correct per-
ceived weaknesses in employee performance. Often, the effort results in unhappy
employees who spend much time trying to do something well that is difficult and

uncomfortable for them. That is not to say, however, that managers should not work with
employees whose behavior causes problems for themselves, their colleagues, or the orga-
nization. However, a focus on correcting weaknesses is not the same as disciplining inap-
propriate behavior.

Instead of focusing on making people do better at something they’re not especially
good at, Marcus Buckingham and Donald O. Clifton, who developed their ideas in Now,
Discover Your Strengths,1 recommend that managers focus on enhancing people’s strengths
rather than eliminating their weaknesses. Several information-development managers
have used the strengths model provided by Buckingham and Clifton to influence their
staff-development plans. They find that individuals who are involved in tasks that align
with their strengths are superior performers. They are people who everyone acknowl-
edges to be expert at what they do because they perform so well. They are using their nat-
ural talents everyday. The results are significant because they are so different from our
tendency to force people to concentrate on and correct their weaknesses.

Buckingham and Clifton provide an online survey based on their strengths book so
that staff members can take the strengths test and compare results. You can graph the
strengths for your entire team (or subteams) and see where strengths overlap or what
strengths are unique for certain individuals. Figure 11-1 shows a strengths graph typical
of a small team. 

For example, the graph of your team’s top five strengths may show that you have an
individual who is especially strong in a characteristic called “context.” According to
Buckingham and Clifton, an individual with strength in context can be described in
this way:

If you are strong in context, you look to the past to understand the present. You don’t trust the
present because it appears unstable; you find your stability in the past. You want to find the orig-
inal intentions of an idea or principle, and you make better decisions when you know the under-
lying structure. When you’re asked to work with new people or in new situations, you may take
a little time to get adjusted.

Someone strong in context respects tradition and looks to the “tried and true” answers
to problems. They are reluctant to ask themselves or others to change without being sure
that the traditions of the past are respected.
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Figure 11-1: A strengths graph for a small team

As an information-development manager, you might immediately identify context as a
strength you might want in your editors. Editors should know the foundations behind the
principles of good grammar and writing style. At the same time, you may have to provide
a person strong in context with a stretch objective to reexamine past practices to ensure
that they don’t enforce standards that are no longer relevant to your team or your user
community.

Motivating through strengths
Managers have often tried to motivate employees by rewards and punishments. According
to Frederick Herzberg, in his key article on motivation, most managers are “motivating
with KITA” in which KITA is an acronym for what we might politely expand to “kick in
the pants.” While this phrase smacks of negative reinforcement, KITA can also be seen as
rewarding desired behaviors. You can motivate a dog by pushing it from behind as well as
by putting a biscuit in front of its nose. However, while you are motivated to move the dog
forward, the dog is not. He is motivated either to avoid your foot or to get the biscuit.2

Managers commonly use a positive KITA to motivate employees. Spiraling wages,
fringe benefits, sensitivity training, employee counseling, and telecommuting policies are
among the many ways managers have begun to reward employees and provide incen-
tives. However, according to Herzberg, strategies such as these have, at most, short-term

JT-ENTJ Maximizer Strategic Achiever Input Learner

Summary 16 Thinking 10 Relating 6 Striving 7 Impacting

RM-INTP Learner Maximizer Strategic Analytical Ideation

SP-ESFP Achiever Relater Adaptability Positivity Arranger

QR-ENTP Arranger Includer Maximizer WOO Responsibility

MP-INTP Relater Strategic Command Analytical Discipline

OS-INFP Input Maximizer Individualization Communication Ideation

RT-ISTJ Consistency Responsibility Discipline Harmony Deliberative

NF-INFJ Responsibility Empathy Harmony Learner Adaptability

2 Frederick Herzberg, “One More Time: How Do You Motivate Employees?” Harvard Business Review, January–February 1968. 
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benefits and don’t really motivate employees to do their jobs any more than the kick moti-
vates the dog. 

To motivate people to be creative and innovative in their jobs, we must increase job sat-
isfaction. Job satisfaction and job dissatisfaction are not opposites. The opposite of job 
satisfaction is no job satisfaction. The opposite of job dissatisfaction is no job dissatisfaction.
The lack of job dissatisfaction is not sufficient to create job satisfaction. In fact, the factors
involved in both are very different. In a study of 1,685 people at a large range of job levels,
Herzberg found that factors related to job dissatisfaction tended to be external to the job
itself. Those factors included company policy and administration, supervision, relation-
ships with supervisors, work conditions, salary, relationships with peers, personal prob-
lems, relationships with subordinates, status, and security. Job satisfaction factors tended
to be job-related and included achievement, recognition, the work itself, responsibility,
advancement, and growth. 

So what should you do as an information-development manager? By building on the
strengths of your staff, you can redesign the work each person does to increase job satis-
faction. In effect, you must enrich the job. Herzberg calls this task job loading. He defines
horizontal and vertical job loading. Horizontal job loading entails adding more tasks or
more varied tasks to increase job satisfaction. Vertical job loading increases the challenge
of the job rather than enlarging the job. As examples, Herzberg suggests assigning indi-
viduals specific or specialized tasks, enabling them to become experts, and increasing the
accountability of individuals for their own work. 

Consider a 10-step process for creating job enrichment and building on each team
member’s strengths: 

✔ Select jobs for job enrichment in which motivation will actually make a difference
in performance. 

✔ Approach these jobs with the conviction that they can be improved. 

✔ Brainstorm a list of job-loading changes that may enrich the job. 

✔ Screen the list to eliminate changes that are external to the job itself. 

✔ Screen the list to remove generalities such as “give more responsibility,” “growth,”
and “challenge.” These terms have no substance. 

✔ Screen the list to eliminate all changes that represent horizontal loading, which
just gives an individual more of the same work to do. 

✔ If you have a large enough organization, set up a control and experimental group
to be able to directly compare the effects of the job changes. 

✔ Be prepared for an initial drop in performance since the new job may lead to a
temporary decrease in efficiency. 

✔ Expect some anxiety and hostility from your first-line supervisors. They may feel
that some of their responsibility is being handed over to their team members.

Chapter 11: Managing Your Team Resources 261

16_777110 ch11.qxp  11/15/06  4:37 PM  Page 261



262 Part 2: Portfolio Management

By working with your team members to increase their job satisfaction and play to their
strengths, you build a team of individuals who are each performing optimally and enjoy-
ing what they do.

Best Practice—Managing by objectives
The practice of Managing by Objectives (referred to as MBOs) was first developed
by management guru, Peter Drucker, in The Practice of Management.3 MBOs have
since become a common way of helping individuals align their performance goals

with departmental and corporate objectives. As you work to build strengths and motivate
your team members, consider how to ensure that the work they are doing aligns with
your goals and the goals of your larger organization. Help each team member identify a
small set of strategic objectives that he or she can meet in a year.

Your corporation may, for example, have a goal of reducing operational costs. You
translate this goal to a department goal of writing your content in topics that can easily be
used in several information deliverables, decreasing the cost of producing each deliver-
able. This department goal translates in specific objectives for your information develop-
ers. For each information developer, you work together to identify and carefully define a
personal performance goal. For one individual, that goal might mean learning to follow
the authoring guidelines and standards for each information type. For another individual,
it might mean working collaboratively with team members to plan the topics needed for a
suite of deliverables. Depending on individual strengths and objectives, team members
define goals that they can achieve within a specific timeline, and together you define how
you will measure everyone’s progress toward reaching the goals.

The key to managing by objectives is understanding the corporate goals, developing
goals for your organization, and translating those goals into specific objectives for individ-
ual team members. By creating MBOs, you avoid the trap of getting caught in day-to-day
activities. You are constantly surrounded by the challenges of meeting deadlines and satis-
fying the demands of colleagues, peers, and senior managers for cost-effective, quality
information. But, if you forget why you’re doing these activities, you are in great danger of
losing focus. Your team may, for example, successfully meet all its deadlines but produce
information that is inaccurate, incomplete, and unusable by the customers. You’ve suc-
ceeded in the activity but failed to meet the goal.

Developing objectives
The objectives you develop with your team members should be aligned with corporate
and departmental as well as individual goals. The objectives should follow the SMART
guidelines:

✔ Specific—ensure that each objective is clearly and simply stated so that its mean-
ing is clear to you, the team member, and your management. For example, an
objective might state: “Develop a site visit plan and use it to plan and conduct a
visit to a customer’s site.”

3 Peter F. Drucker, The Practice of Management, reissued edition. New York: HarperCollins, 1993.
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✔ Measurable—decide how each objective will be measured so that achieving the
objective doesn’t become subjective and open to argument. For example, a measure-
ment might state: “Complete the site visit plan and conduct two user site visits by
the end of the year.”

✔ Achievable—be certain that the objective can be achieved by your team member. If
your team member is faced with difficult deadlines throughout the year and has
no experience or training in conducting customer site visits, the objective might be
impossible to achieve. You need to ensure that the team member has the support,
resources, and training or experience needed to achieve the objective in the time
given.

✔ Relevant—every objective must be relevant to the team member and to the depart-
ment and the company. A team member once asked me if the company would pay
for her French class. She didn’t need to write or speak French for her job, which
meant that her objective of learning French was not relevant. A relevant objective
supports reaching the organization’s goals as well as benefiting the individual
performer.

✔ Time-based—every objective must have a time stated for it to be accomplished.
You may want to set both a final date and interim dates that will help the team
member show you that he or she is making good progress. For example, a time-
based objective might state: “Complete the site visit plan template by the end of
the first quarter, complete the detailed plan by the end of the second quarter, and
set up and complete the two customer site visits by the end of the year.”

Obviously, developing objectives is a collaborative activity between you and each team
member. Be certain that your goals for the team are clearly defined and effectively com-
municated to everyone. Effective communication of the goals helps you motivate the team
and gets them to think about how they will help to achieve the goals. Ask everyone to
examine their own strengths and identify areas in which they want to improve their per-
formance or develop new skills. Ask them to identify at least one personal objective that
will be a stretch for them to achieve, such as an area in which they want to develop skills
but is outside their previous experience. Team members should know that you value
objectives that enhance their creativity, their ability to innovate and initiate change, and
their ability to show leadership. 

After each team member has developed his or her own list of objectives, meet individu-
ally with each one to review the list and ensure that each objective is aligned with larger
organizational goals. Be careful about lists of objectives that get too long, are difficult to
measure, or have no well-defined timeline. Too many objectives may mean that the team
member is not focused well enough on what he or she can really achieve, given all the
day-to-day activities that will inevitably occur in the schedule. Be certain that every objec-
tive is measurable. If you don’t agree on the measurement, you may have disputes at the
end of the time period. Be careful about setting the timelines. A goal may not be achiev-
able within the time period that the team member hopes to accomplish it. Try to be realis-
tic but optimistic.
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With objectives in place, you have the perfect vehicle to handle performance reviews.
You and your team members should review the previous year’s objectives, look at the
data that reveals if the measurements and timelines were met. If someone has not
achieved the objectives or met the measurement criteria, you can actively discuss what
happened and how the objective can be met in the next review period. You may have to
conclude that the objective cannot be met and set new ones instead.

If someone has successfully met an objective, you need to ensure that you reward the
achievement appropriately. A set of rewards and recognition is invaluable in your organi-
zation to develop people strengths, show that their work is appreciated, and build their
confidence and loyalty. 

Defining the competencies needed in your organization
A good starting point for managing by objectives is a well-defined set of competencies
that are required to be a successful contributor in your organization, depending, of course,
on the job role and responsibilities of each team member. The competencies defined for a
senior information developer may include the ability to plan a project and estimate the
resources required to meet the project deadlines. An information architect may be required
to develop authoring guidelines for each information type defined and specify the set of
required and optional elements. All team members may have to organize their work so
that they meet required project deadlines or be able to write a topic following authoring
guidelines and requiring minimal editing and revision. 

To define competencies will require the work of the entire team and consultation with
others in the field. Reviewing the literature available on job descriptions and base compe-
tencies and finding examples of competencies developed by colleagues outside your orga-
nization will ensure that your set of competencies is aligned with industry standards and
expectations.

After you have a set of competencies required in your organization, you and your team
must define levels of achievement. The levels of achievement describe outstanding, aver-
age, and below average characteristics. Outstanding performance should prescribe the
highest levels of achievements for that skill in your organization or in the field. Average
achievement might be divided into very good and good levels, which means that the team
member meets all the requirements of that skill. Below average performance means that
the team member is not performing adequately and needs to improve or risk dismissal. 

Some organizations require that managers rank all employees from overall highest to
lowest performer, with the intent of dismissing the lowest performers if they do not
improve within a specific time period. Many managers object to this ranking because they
have worked over time to develop everyone on the team. They argue that they have no
below average performers.

Developing criteria for ranking competency levels
Once you have established a set of competencies that you believe are necessary for high-
quality performance in your organization and you have outlined a system of ranking
those competencies, you need to define the criteria you use to define the highest level of
achievement. 
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The following example shows the skills defined for a highly competent and expert
information developer in one organization:

✔ Works on writing projects of any scope and technical difficulty. Develops docu-
mentation plans and product information suites. Works independently on difficult
project development responsibilities. Acts as the first line of technical support and
technical writing for other department members. 

✔ Researches content and audience information. Uses specifications, background
information, and interviews with customers and subject-matter experts (SMEs) to
develop customer profiles and task analyses.

✔ Plans the scope, technical level, organization, and delivery medium of product
suites to maximize their usefulness to the intended audience.

✔ Writes or revises descriptive and procedural documents for company products
and tools. Delivers documents that meet corporate standards of style, writing
quality, and format for online media or paper. 

✔ Requires minimal editorial support to meet quality goals. Helps define or refine
quality standards.

✔ Works with the electronic publishing department to ensure the timely publication
of high-quality information.

✔ Contributes to product core teams, representing the information-development func-
tion on matters of product development, information quality, and project schedules.

✔ Acts as an early user of the product, providing developers with feedback on prod-
uct design, usability, terminology, and implementation.

✔ Understands most technical information with some assistance. Offers suggestions
to improve software product design and user interface. 

✔ Can design practical examples.4

Encouraging peak performance
Why are some people excellent performers while others are not? It may have less to do
with the individual players than with the working environment itself. You may find it
helpful to identify six initiatives to ensure that your team members have the necessary
tools to perform their jobs to the best of their ability: 

✔ build an individual knowledge portfolio

✔ create mentoring and apprenticeship opportunities

✔ institute electronic conferencing systems

✔ develop an organizational knowledge repository

✔ create communities of practice

✔ establish a program of rewards and recognition
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An individual knowledge portfolio is a skills inventory that you and your project man-
agers can refer to when you set up your project teams. Encourage each team member to
develop and post a knowledge portfolio on the department website, listing projects they
have worked on, people they have mentored, the type of work they enjoy most, and the
strengths they bring to their work environment. Portfolios should grow, improve, and add
value to the department and the individual. Once you have a good start on the portfolios,
consider making them available to others in the larger organization to promote your team
members and give them visibility.

Ask your more senior team members to mentor new hires and less experienced col-
leagues. When you acknowledge that an individual is an expert and able to teach others,
you reward their experience. The colleagues they mentor also gain from the mentoring
experience. Remember that when you ask a senior team member to take on a mentoring
role, you have to credit the time they spend. When one manager instituted mentoring to
train new team members in China, she asked senior mentors to devote 50% of their time
to the activity and credited that time in their work assignments.

Most likely, your team members make liberal use of email to communicate with col-
leagues in the organization. If you have not already done so, consider other communica-
tion methods to enhance the ability to share information among your team members,
including instant messaging, departmental websites, wikis, and listservs on special topics.
Use these methods as substitutes for unproductive meetings or conference calls. You can
ask questions or discuss pending decisions with the appropriate team members, and peo-
ple can respond as soon as they have time.

Use your departmental website to create a repository of information that everyone in
the department and outside can reference. You can include reading material that people
have found informative, self-paced training material, and short articles or presentations
created by team members.

Many more information-development organizations are creating communities of practices
so that interested team members can discuss new ideas and best practices. People involved
in such communities feel less isolated and more willing to contribute to a team effort. An
informal community allows people to share, and build on, knowledge and work experiences. 

Most managers I work with have a recognition program in place and know how impor-
tant it is to reward innovations that contribute to the bottom line or succeed in adding
customer value. Don’t forget to recognize those who are mentoring new team members or
managing new initiatives for change.

All the activities mentioned here are designed to motivate team members and encour-
age them to be innovative and collaborative. Motivated, enthusiastic team members make
everyone on the team, including the managers, look good.

Best Practice—Delivering difficult messages
Difficult messages come in two flavors in most organizations: First are messages
that relate to the entire team, typically concerning reorganizations, outsourcing,
changes in management, or layoffs. Second are messages that involve individuals
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or small groups. Individuals must be told about problems with their performance or
behavior as quickly as possible, especially when they are being given a limited amount of
time to correct the problem. Small groups need to know how they are perceived by others
for the problems they are creating and given opportunities to improve. 

Dealing with organization turmoil
Many organizations seem to be in a state of continuous reorganization. Information-devel-
opment managers report that their departments are constantly being shifted to new report-
ing structures, often resulting in four to six new senior managers to whom they report in the
course of five or fewer years. It seems that senior management in many companies does not
know where to place an information-development organization. Sometimes information
developers report up through engineering or software development organizations; in other
cases, they report to marketing, user assistance, technical support, usability, even opera-
tions. Each business unit may have its own information-development team, some with a
manager with a background in information development and others with a manager who is
uninformed and disinterested. In many of the reporting structures, the senior manager has
no idea what information development is supposed to do, and often doesn’t care to learn.

As a result of all this turmoil in reporting structures, information-development man-
agers often have to deliver difficult messages about still more reorganization, outsourcing,
offshoring, and reductions in force. The objectives in the delivering the news should first
be honesty and second calming fears and minimizing the disruption to the team.

Being honest and straightforward about bad news for your team is essential, within the
bounds of your corporate obligations. Rumors are highly contagious and dangerous to the
well-being of a team. As soon as you are able, communicate as much as you know and can
tell your team. Explain how the decision was made and what the immediate affects are
likely to be. Explain simply but quickly to keep the rumors at bay.

If you cannot explain everything that is going on, tell your team members that you are
telling them everything that you can at the moment. They’ll know that you’re under some
restrictions but will appreciate knowing what you can disclose about the reorganization,
restructuring, outsourcing, or layoffs. Explain what you are doing to keep a positive point
of view about the change and encourage them to do the same. Admit, however, that the
situation is likely to cause disruptions and welcome people who want to talk to you indi-
vidually. Arranging one-to-one meetings with each staff member may be time-consuming,
but it does help dispel rumors and give people a feeling that their concerns and fears are
being listened to.

Motivating your staff during turmoil
Constant change in an organization, brought about by downsizing and mergers, adds signifi-
cantly to the stress experienced by staff members. This stress contributes to “low employee
motivation, a lack of commitment to organizational goals, and reduced productivity,”
explains Mary T. Pellak in “Sustaining Motivation and Productivity During Significant
Organizational Change.”5 Managers may face reduced productivity and a general feeling of
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distress in their organizations. So, they need to know how to motivate staff members and
sustain productivity in this time of change. 

Managers play a vital role in sustaining motivation and maintaining productivity.
Managers must decide to intervene in ways that both address the needs of staff and sup-
port evolving organizational goals. Managers in an organization might become aware of
problems in motivation and productivity during periods of change when they encounter
the following trends:

✔ staff anger, mistrust, or defensiveness 

✔ more absenteeism 

✔ increased customer complaints 

✔ more errors or defects in the final deliverables

✔ diminished productivity from staff members 

✔ staff reluctance to offer suggestions for improvement 

✔ an increase in stress-related claims through staff assistance programs 

You might refer to Abraham Maslow’s Hierarchy of Needs6 to understand how motiva-
tion is affected by unmet needs. When an individual’s job is threatened because of an
organizational change, the first level of need, physiological, is affected. At this level, an
individual focuses on putting food on the table and having money to pay bills. Once these
needs are met, an individual can focus on the next level of need, safety and security. Your
team members may, at this point, seek positions with more security. 

The need to belong is the third level of Maslow’s Hierarchy in which staff members
believe that they share common goals with their team members or the organization. Once
the need to belong is satisfied, recognition or self-esteem becomes the motivator. 

The fourth level is recognition, where an employee’s self-esteem is satisfied from a sense
of belonging. A manager needs to understand the need for recognition and acknowledge
superior performance. Even a plaque or a letter of recognition presented in front of team
members will be a significant motivator. A bonus or other monetary compensation is
appreciated but not always necessary.

The ultimate goal for your organization is to foster an environment that supports moti-
vation and self-actualization. A staff member who is self-actualized is motivated to be the
best performer that he or she can be. 

As an information-development manager, you need to employ skills that help you and
your team face the challenge of organizational change: empathy, communication, and par-
ticipation. You express empathy when you try to understand what employees are feeling
and what might motivate them during organizational change. Support for training and
professional development can help ease the transition. You must communicate with employ-
ees about the changing situation. By encouraging team members to participate in a change,
you help everyone remain productive. Asking team members to help in decision-making
processes or allowing them to provide input are opportunities for open participation. 

6 Abraham H. Maslow, Maslow on Management, revised edition, Hoboken, NJ: John Wiley & Sons, 1998.
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You also need the support of your management and peers if you are to handle difficult
changes effectively. Consider the positive actions you might take to 

✔ involve staff in decisions about downsizing 

✔ institute job-sharing or work-sharing arrangements to increase employment
opportunities

✔ maintain clear two-way communication with your team members 

✔ provide assistance and counseling to displaced team members 

People need to know that they won’t be punished if they participate in decisions made
during a time of change. Whether the organizational change is due to downsizing, out-
sourcing, or mergers and acquisitions, people feel that their well-being is threatened, and
they experience a loss of control. Organizations can help ease these feelings by informing
staff about the reasons for the change and having leaders in the organization address the
staff directly. 

Departmental managers and senior management must work together to make the tran-
sition easier for employees. By providing leadership, open communication, employee par-
ticipation, and management support, managers can succeed in a changing organization.

Best Practice—Measuring productivity
Measuring productivity means figuring out how many goods and services are
produced and how many people it takes to produce them. If the number of people
working increases (full employment these days), so should the number of goods

and services they produce. Some managers, however, not only exaggerate their productiv-
ity but base it on incorrect assumptions.
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A False Productivity Measure
“I have the most productive technical publications group in the valley,” James boasted. “We produced documents
at a rate of one hour per page.” “How so?” I asked. “That’s way below industry average.” “Well, don’t tell anyone,
but we counted all the pages we reproduced and shipped that came directly from the engineering group.” 

Not only was James cheating by not counting all the work done by the engineers, he was digging his department
into a hole. He needed to improve the productivity of his information-development staff. They were well known
in the company for producing masses of useless information, much of it full of errors. But any effort to improve
the research and writing done by his department would make his productivity numbers get worse. 

How do you bring this concept home for information-development professionals?
Technical writers produce documents—lots of them. You could measure how much they
produce by simply counting the documents. If Sam creates three new manuals in a year
and Sally creates five that means their average output is four new manuals each. If Sam
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produces four new manuals next year but Sally only produces three, that might indicate
that their average productivity has decreased from four manuals to three and a half. 

You already recognize that simplistic measurements like counting the number of manu-
als produced gives you some information about your department’s productivity but not
much. So you start looking for more meaningful measurements. 

Measurement One 

The number of documents produced by your organization per year, including new and revised documents. The

goal might be to produce more successful documents with the same staff. 

You may have traditionally counted pages rather than documents, believing that by
counting pages you even out the productivity measure. Sally may write five new manuals
and Sam three in a year, but if Sally’s manuals have 50 pages each and Sam’s have 150
pages, Sam is clearly producing more pages and more words than Sally. That makes Sam
more productive. 

“Wait just a minute,” argues Sally, “my pages are a lot more difficult to write than
Sam’s.  It’s not fair to count all pages as if they were the same.” If you want to be fair to
Sally, you have to add a complexity measure, giving her extra credit for producing diffi-
cult-to-write pages. 

Measurement Two

The number of pages produced by your organization per year, new and revised, with a complexity-weighting

factor added in. The goal might be to increase the number of weighted pages produced by the same number

of people. 

Software developers face the same dilemma when they count lines of code produced
per person per year. A sloppy, disorganized programmer might produce more lines of
code than a well-organized, effective programmer, even though they both produced the
same number of functions. As a result, software development has begun to measure func-
tions produced instead of lines of code. Functions refer to parts of the program that do
something useful, such as sending text to a printer, drawing a graphic dynamically, per-
forming a mathematical calculation, or searching a database. 

In information development, what can you measure that might be similar to functions
in software? You could measure how many user tasks are successfully explained by your
writers. Counting user tasks in the content is easy; measuring success is likely to be more
difficult. 

You might try counting “errors.” Errors are reasonably easy to detect if you verify the
accuracy of the documentation by testing it against the product. Aside from outright mis-
takes, however, measurement becomes more difficult. You might use usability testing of a
writer’s work to see if typical users find the task-oriented information easy to follow. The
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more problems the users have interpreting the written instructions and background infor-
mation, the less productive the writer has been. 

“Well,” I already hear you arguing, “what about the complexity of the information and
the level of knowledge and experience the user brings to the task? And what about the
product? What if it’s so difficult to use the product that no one can explain it?” You’re
right! But if you spend a lot of time producing information that is not useful (or products
that aren’t easy to use), you certainly aren’t going to get any rewards in the long run.

Measurement Three

The number of successful sets of functional information delivered to the users each year. The goal might be to

deliver more successful functionality each year in proportion to the number of people on the staff. 

You can also measure writer productivity by looking at the amount of extra work for
others in the department that an individual writer generates. For example, Dan is an 
experienced and highly competent senior writer. He follows templates scrupulously and
knows the department’s style standards by heart. When his work goes to Mike in the edit-
ing group, Mike knows he can plan a quick review, handing minor comments back to
Dan. When the production team gets Dan’s books and help topics, they know they’ll
have only minimal cleanup to get them ready for printing and web publishing. Everyone
in the internal support groups benefits from Dan’s work habits. They would call him
“very productive.” 

In contrast, when the editing team receives documents from Joan, they’re almost afraid
to open them. They know that Joan’s work will be full of spelling mistakes (Joan can’t be
bothered to run the spell check program) and grammar errors. They also know that they’ll
have to “bleed all over” Joan’s work because she has a difficult time organizing her writ-
ing and communicating ideas simply and straightforwardly. The production team also
fears Joan because her documents are full of stylistic variations. She changes the standard
styles constantly, which means that her files don’t convert cleanly. Joan and Dan produce
the same number of pages per year, but Joan is far less productive (and everyone but
Joan’s manager knows it). 

Measurement Four

The amount of rework staff members generate for themselves and everyone else on the support team. An

organizational goal might be to reduce the amount of rework done. 

Rework could also apply to the relationship between the writers and the developers.
Because you ask product developers to review draft documents for the accuracy of the
information, the amount of rework they generate is another potential measure of your
organization’s productivity. 
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The list of productivity measurements quickly becomes long. You might measure, for
example, 

✔ the total number of hours it takes to move a document through the information-
development life cycle 

✔ the percentage of time spent on each phase of development activities (planning,
organizing, writing, researching, editing, illustrating, and so on) 

✔ the number of technical communicators compared with the number of product
developers in an organization 

Thus far, you have focused on measuring productivity by counting the number of doc-
uments produced, pages written, and projects completed. Now turn your attention to the
information-development process itself and find ways to measure productivity before you
have documents to count. 

You might recall that our friend James boasted on the number of pages his staff turned
out in record time. He was down somewhere around one hour per page. But he achieved
this remarkable productivity by cheating. He counted work that his documentation team
didn’t do. 

James would have been much better off trying to make his staff more productive as
they produced their work rather than focusing only on the output. If he had, he might
have found a number of potentially fatal flaws. 

James’s staff members love to use their desktop publishing tools. They spend many
hours creating more and more elaborate page layout schemes. They add cute graphics to
spice up the look of the pages and individually craft each two-page spread. In fact, if
James looked at their overall time expenditures, he would discover that nearly 40% of
their total project time is consumed by desktop publishing tasks. 

To begin, however, James needs to measure the total time it takes someone in his depart-
ment to complete an information-development project. Once he knows more about the
total time (taking into account information type, project complexity, total work volume
with new and revised pages), he can begin to break total time down into its components. 

Measuring time on task
You can obviously measure productivity by looking at the output of your work effort. You
can also measure the efficiency with which you perform tasks. If you can produce the
same results with less effort or better results with the same effort, you have also increased
your productivity. 

Measurement Five

The time it takes to develop a document or complete a project from the beginning to the end of the informa-

tion-development life cycle. Total project time gives you a starting point for other measurements that help you

improve the time you spend on individual tasks. You begin with total time, and then you break that time into

milestones and individual tasks. 
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In Managing Your Documentation Projects, I provide a recommendation for the percent-
age of total project time that goes into the phase milestones, as illustrated in Figure 11-2.

Figure 11-2: Information-development life cycle metrics

With these guidelines as a starting point, James and his managers began looking closely
at the time spent reaching each milestone. Right away they realize that the time spent on
Phase 4 is much too high. Forty percent of total time for production tasks means that little
time is left for information design, content development, and validation testing. 

Measurement Six

The percentage of total project time spent on each milestone. You may want to measure the actual percentage

of time spent on each milestone compared to this (or your own) model. I have found, for example, that projects

in which the writers spent less than 20% of total time on detailed design had problems later. Because detailed

design (Phase 2) is so important to ensure well-planned, well-designed information, cutting the percentages

meant design problems during implementation and testing. The overall project was less successful. 

Because 40% of total development time in James’s group is spent on Phase 4 tasks, as
illustrated in Figure 11-3, his writers spend almost no time on planning. In fact, Helen is
typical of the writers in the group. She claims that she has no time for planning. She just
has to get started writing, even though her manager has asked her to turn in a content
outline. But Helen feels that she can be more productive if she just gets started. She’s been
heard to argue that she can have the whole project done in the amount of time it would
take her to create a plan. 

Dan is perfectly willing to develop content plans; he just bases them entirely on the
product specifications. He talks about getting out to user sites—the company even pro-
motes doing so. He’s just too busy. He can take the programmer’s specs and whip out the
documentation in record time. In fact, getting the content out of the way quickly means
that he can spend more time with his real love—putting everything into a help system. He
is an expert at playing with the help tools. He knows all about secondary windows,
hypertext links, pop-ups, and so on. If anyone looked closely, they’d discover that Dan
spends 25% of his time on content and 75% on converting the text into a help system. 
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10%

Design
20%

Development
50%

Planning
Design
Development
Production
Evaluation
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Figure 11-3: Problem with information-development metrics

Measurement Seven

The percentage of time spent on each key project task. You may also want to measure the percentage of time

spent on key tasks. For example, if you have established a percentage for validation testing, you should ensure that

this time is actually used for testing. If testing is cut, you are likely to have customer satisfaction problems later. 

Figure 11-4 summarizes the series of productivity metrics listed in this discussion.

Figure 11-4: Productivity metrics

Reclaiming Writing Time
An experienced senior manager at a CIDM member company instituted a best practice
called “Reclaiming Writing Time.” She asked every team to evaluate how much time they
spent on activities that did not add value for the customer. The focus of the evaluation
was to increase the percentage of time spent on developing content that customers
needed. At the same time, they had to decrease the time spent on other activities because
the total project time could not change. 

The project goal was to reduce the time spent on non-value-added activities by 5% per
quarter. Teams decreased the amount of time spent attending meetings, asked for and

MEASUREMENT TYPES    

1. Count the new and revised documents produced.

2. Count the number of new and revised pages, weighted by complexity.

3. Count the number of successful projects delivered.

4. Evaluate the percentage of total project time that is rework.

5. Measure the total amount of time to complete each project.

6. Measure the percentage of time spent on each critical milestone.

7. Measure the percentage of time spent on key project tasks.

Content Development

Content Specification
User Analysis

Layout Tweaking
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received faster equipment, reduced production time, and so on. They have found ways to
increase the percentage of their time producing value for the customer. 

In another case, the information-development team has conducted an extensive study
of its process in an effort to find ways to streamline it. They were able to reduce the total
number of steps in the information-development process by eliminating redundant and
unnecessarily time-consuming activities. 

Summary
Developing the people in your organization into effective team members is a high-level
priority for every information-development manager. Without a great team, you can nei-
ther achieve the goals that you have set for the organization nor win the respect, if not the
admiration, of senior and peer management. To create that team means working individu-
ally with team members to ensure that they are taking advantage of their strengths, devel-
oping as professionals, and are motivated to do excellent work. In working with team
members, you must ensure that you

✔ hire the best people you can find for your team and use your hiring opportunities
to enhance the team’s capabilities

✔ provide adequate funding to support learning and professional development for
every team member, ensuring that you bring innovative ideas into the organization

✔ understand each team member’s strengths and give him or her the ability to con-
tribute these strengths to the organization 

✔ craft each individual’s job to promote job satisfaction and real growth

✔ ensure that you have a good match between individual performance and growth
objectives and your organizational goals, at both the department and corporate
levels

✔ communicate carefully when there is bad news so that the team remains focused
and motivated through the chaos

✔ measure the productivity of individuals, not to punish them but to ensure that
you are providing all the support they need to be effective in their jobs

No doubt you will always have personnel challenges in managing a group of diverse
individuals and building them into a collaborative team. The best practices in this chapter
give you a starting point.
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“A great leader will move us ahead.”
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Developing as an
Effective Leader

In trying to tip the balance toward excellence, we try to identify
great leaders’ qualities and behaviors so we can develop them
ourselves.

—Robert E. Quinn, Professor of Business Administration,
University of Michigan

Senior managers involved in The Center for Information-
Development Management (CIDM) have written extensively
over the past 10 years about leadership. The ideas they have
espoused have come from their personal experience and from
their reading in the literature of leadership. This chapter
reviews a few of the leadership perspectives that I have learned
from these managers. 

In pursuing a leadership role for yourself in managing your
organization, you can learn much from the best practices of
skilled and effective leaders, both from those in your field and
more broadly from leading theorists and practitioners about
leadership and management. You can also learn from the prac-
tices of legendary leaders in very different professions. This
chapter focuses on the experiences and leadership style of the
Antarctic explorer, Ernest Shackleton, a superb leader who kept
his team together under the most extreme circumstances. As
you read about other leaders, you will also learn from their
experiences and from the analyses done by management
experts. I hope that the perspective here is only the beginning.

Remember that the management of an organization is not
necessarily the leader. You can manage projects or departments
by following the rules and enforcing them. The leader sets the
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tone for the organization and helps others achieve the organization’s goals. You may
find yourself most comfortable as a manager, relying on a team member to provide the
leadership.

Best Practices in Effective Leadership
Effective leadership develops through experience, often by trial and error. You learn that a
style that you fall into naturally is not motivating to the team you are leading or has a
negative effect on morale. In this chapter, you learn about two best practices developing
an effective leadership style for your organization:

✔ Developing your leadership style

✔ Learning from Shackleton on leadership

The best practices in this chapter focus on building your own style as an effective and
responsible leader.

Best Practice—Developing your leadership style
Every manager has his or her own style of managing people and organizations.
Most of the time, your leadership style is determined by how you feel most com-
fortable; it may develop without any active decision about an effective leadership

style on your part. As a result, management is very uneven. No doubt, you have had
experience with both competent and incompetent managers. 

As you develop your own leadership style, you should consider exactly what you want
to accomplish in working with your team members. You may decide to work on a style
that is not natural but may be more productive in achieving your goals. Consider the fol-
lowing six basic leadership styles in your decision making:1

✔ coercive 

✔ democratic

✔ affiliative

✔ pacesetting

✔ coaching

✔ authoritative

You are likely to find that one style does not work in every situation, but your predomi-
nant style establishes how your team responds.

1 Daniel Goleman, “Leadership that Gets Results,” Harvard Business Review, March-April 2000.
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Coercive leadership
Have you worked for someone who demanded that you do exactly as you were told? The
leader was probably a drill sergeant. Coercive leaders demand immediate compliance to
their orders. Their message is, “Do what I tell you.” These managers want to control exactly
how people behave. Coercive leadership is also a style adopted by new managers who think
that management consists of telling people what to do and punishing them if they fail.

The coercive style has its place in emergency situations, where quick action is neces-
sary. However, it should be used sparingly in a professional organization because it tends
to undermine self-confidence and initiative of team members. 

Democratic leadership
Democratic leaders forge consensus through the active participation of team members.
They ask, “What do you think?” Democratic leaders believe in collaboration, team leader-
ship, and communication. 

The democratic style builds respect for the leader by considering the opinions of all of
the team members. This style works well when the team is highly motivated and compe-
tent. A drawback of a democratic style is that it may lead to endless meetings and conflict
among members of the team. It will not work if the team members are inexperienced or
incompetent. 

Affiliative leadership
Affiliative leaders promote harmony and build emotional bonds among the team. The affil-
iative leader says, “People come first.” Affiliative leaders try to heal rifts in a team and moti-
vate people and help them overcome or endure stressful situations. 

The affiliative style promotes team harmony, increases morale, and improves commu-
nication. However, this style can lead to poor performance, particularly if mediocrity is
tolerated. Ultimately, tolerance for poor performance may lead to a general loss of morale,
especially among the more competent members of the team.

Pacesetting leadership
Pacesetting leaders expect their teams to follow the same high standards for performance
that they set for themselves. Their message is, “Do as I do.” They expect the team to be
conscientious, have the drive to achieve, and have the same initiative that they do. 

The pacesetting style works best when team members are self-motivated and highly
competent. The pacesetter frequently gives no feedback on how well team members are
doing. Sometimes the expectations of pacesetting leaders are too high to be attainable by
team members. 

Coaching leadership
Coaching leaders develop people for the future. They try to develop team members,
improve performance, and develop long-term strengths. Coaching leaders say, “Try this.” 

The coaching style focuses on personal development and works best for highly moti-
vated employees. Because the focus is on development and not on immediate work-related
tasks, this leadership style can be too slow to respond in some situations. 
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Authoritative leadership
Have you worked for someone who was able to get everyone to follow his or her lead?
Authoritative leaders move to mobilize people toward a vision, usually their vision of the
future. Their actions say, “Come with me.” The authoritative manager wants to promote
self-confidence and empathy among their team members.

The authoritative style motivates team members by making clear to them how their
work fits into the larger goals of the organization. By communicating what the organiza-
tion’s expectations are, the authoritative leader maximizes commitment to the organiza-
tion’s goals. The authoritative style does not work well if the manager has little authority
among the team. The manager may have little or no experience in the field or may not be
as knowledgeable about processes and technology as some members of the team. 

Each of the leadership styles has a place in an organization. The best leaders use a vari-
ety of styles, depending on the specific leadership needs of the moment. However, coer-
cive and pacesetting leaders have negative effects on team morale. The most positive form
of leadership in terms of morale may be authoritative.

Best Practice—Shackleton on leadership
Many of you may have heard of the incredible adventure of the Antarctic explorer,
Ernest Shackleton. He is a classic authoritative leader. In January 1915, during
their exploration of the Antarctic, his ship, Endurance, with 28 men on board was

trapped in the Antarctic sea ice. He and his crew remained on board for nine months
while the Endurance drifted with the pack ice. In October 1915, the ice crushed and sank
the ship, stranding the entire crew on the ice with supplies and lifeboats they had
removed from the ship. They drifted on the pack ice for another five and a half months
before the northerly drift and summer temperatures melted the ice beneath them. In April
1916, they were forced to take to the lifeboats.2

After a week of sailing in heavy seas, they landed on uninhabited Elephant Island.
Unfortunately, they had no hope of rescue because Elephant Island was far from the nor-
mal whaling routes. Shackleton took five of his crew and the largest lifeboat and sailed
800 miles in 17 days to the island of South Georgia, which had a whaling station. When
they arrived, they were forced to land on the opposite side of the island from the
whaling station and climb over a glaciated mountain range to reach the station. Once
at the whaling station, Shackleton organized a rescue effort. In a few weeks, the entire
crew was rescued. 

The adventure itself is amazing. But what is even more amazing—no one in the crew
was even seriously injured during the adventure, and many in the crew considered it the
happiest time of their lives. Several volunteered for Shackleton’s next expedition. 

Upon his return to England, Shackleton authored South, a book about the expedition.
Shackleton describes how he managed his crew both before and after his ship’s misfortune. 

Shackleton was interested in management and leadership. Many people over the
years have studied his techniques, and some have tried to emulate him. In their book on

2 Bill Hackos, “The Shackleton Way: Leadership Under Stress,” Best Practices of The Center for Information-Development
Management, October 2001.
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leadership, Shackleton’s Way, Margot Morrell and Stephanie Capparell describe the adven-
ture and present the management and leadership techniques Shackleton used to save his
crew.3

Learning about management from an Antarctic explorer
Besides being an entertaining story, Shackleton’s adventure can teach us much about lead-
ership and management. Unlike other Antarctic explorers, Shackleton did not come up
through the military nor was he employed by any government. He came from the British
merchant marine and funded his expeditions privately. He had to raise money for his
expeditions, outfit himself, hire his staff, and make a profit, just like any modern high-tech
entrepreneur. He suffered through the same problems that information-development
management face every day—hiring, firing, morale, management, and profitability. (Once
he reached the Antarctic, retention was not a problem!) 

Hiring the best people
Nearly 5,000 men applied for the 27 posts on the Endurance. Shackleton personally inter-
viewed all the applicants he thought had good promise. Although he obviously had to
hire people who had sailing and scientific skills, he wanted people who he felt had the
enthusiasm and optimism to carry them through the rigors of the expedition. 

Personal interviews are a critical part of the hiring process, as many information-
development managers would agree. In September 2001, the administration at the
University of Denver decided to conduct personal interviews of all freshman applicants
because they feared that relying only on test scores and grades eliminates many promis-
ing individuals. They believed that personal knowledge would improve the selection
process. 

Shackleton believed that personal trust was an essential part of assembling the best
crew. He first hired a person he knew and trusted who would be second in command. He
felt strongly that he needed at least one person whom he could trust and confide in.
Because he had to demand absolute loyalty from all of his crew, he wanted to ensure that
he hired men he could trust under any circumstances. 

Technical skills were not uppermost in Shackleton’s hiring practice. He was most inter-
ested in building a team, ensuring that the crew members could get along well under the
most trying circumstances. He wasn’t looking for special experience—he wanted people
who were willing to learn anything they needed to learn to do the job. 

Following Shackleton’s method, information-development managers might want to
reconsider the practice of hiring based on a set of existing job skills. Many managers pre-
fer to hire people who have considerable previous experience. Then they assume that per-
son produces good work without ever evaluating the work directly. Rather than searching
for someone who knows FrameMaker, you might want to find the people most willing
and able to learn. Then, you need to ensure that they get the training they need. 
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Viking Press, 2001.
Ernest Shackleton, South. A Memoir of the Endurance Voyage. New York: Carroll & Graf, 1998.
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Firing those who don’t fit
Because Shackleton got to know each member of his crew personally, he was able to con-
tinuously evaluate each person’s work. He knew that his choices for the crew were not
always correct. He was convinced that if one of the crew did not fit in he should be
removed quickly. In fact, Shackleton fired some of his crew on the intermediate stops he
made along the way to the Antarctic. He was always fair to all of his men, respecting
those he fired as well as those who stayed. He paid for passage back to England to those
he fired during his stop in Buenos Aires. 

Not only is it critical for you to make decisions quickly about keeping people who
aren’t working out, but you need to know a great deal about what your staff members are
doing. Many managers are reluctant to fire people because firing anyone is uncomfort-
able. As a result, they retain negative and unproductive team members far too long.

Demonstrating concern for each team member’s well-being
Shackleton demonstrated a sincere concern for each person in his crew. He would strike
up a conversation with each one nearly every day and find out about any fears, concerns,
and general well-being. He personally helped men when they became ill. In one case,
he kept a man with a bad back in his own bed in his own cabin for weeks while he slept
uncomfortably in a chair. Everyone in the crew was aware of Shackleton’s concern for
their welfare. 

By knowing about an individual’s work and the quality of his performance, he was
able to make adjustments. He found one individual who was hoarding supplies, caching
his own personal supply to the detriment of the crew. Rather than punishing him,
Shackleton put this man in charge of supplies. His hoarding ability then became an asset
rather than a liability. 

Developing staff member skills
Shackleton was very concerned that his men were always productively occupied during
the long voyage south. The men were placed on teams with both experienced and inexpe-
rienced individuals so that all of the crew could learn from the experienced. He assigned
seaman tasks to his scientific crew and taught his seamen how to make scientific observa-
tions. He was involved in every aspect of the voyage, working right along with his crew.
All of the crew felt that he took a personal interest in them. 

An aloof management style is increasingly unproductive as we try to gain efficiencies
in every part of our process. By following Shackleton’s way, you should be involved with
team members, assisting them and learning with them at every step. Even if someone is
an expert in a complicated area or has a unique skill, you must take an interest even if you
cannot be an expert yourself. It is especially important to know what the experts are doing
and how they are making decisions. Technical experts often make decisions that may not
be the most efficient or effective for the business and need guidance from those who are
responsible for understanding the bigger picture and promoting the company’s goals. 

Focusing on teamwork
In my research into content management and the need for new processes to support a
single-source strategy, I find that collaboration has become increasingly important. The
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old style of technical communication in which people work alone on their own books
no longer meets the demands of cost-effective operation. In changing the style of the
information-development workforce, you might be well served to follow Shackleton. 

Shackleton dispensed with most of the hierarchical management style that was the norm
on sailing ships. All of the crew received the same rations, ate together, played together,
and did skilled and menial tasks together. He demonstrated to his men that all of their jobs
were important to the success of the expedition. 

He organized teams for every project and carefully selected who would take part. He
mixed people’s skills in staffing a project, thereby training the weaker people. He ensured
that people had many opportunities to work on a variety of projects. People were not
stuck for years with the same jobs. 

Preventing cliques
Shackleton was concerned about the destructive nature of cliques that naturally develop
and took action to prevent their development. He planned all kinds of activities that
included the entire crew, from eating gourmet food together, to intense birthday parties,
celebration of all holidays, skits, and practical jokes. These events broke the monotony of
being stranded for over a year. 

Eliminating negativism
When Shackleton found that one of the men was exerting a negative influence on others,
he made a special effort to befriend that individual. Typically, the man was so impressed
by the personal interest that he became a loyal supporter. Shackleton moved jobs and
teams around to help anyone who was having trouble adjusting. 

Committing to the leader
Shackleton worked hard to gain the commitment of everyone in the crew. The men’s jour-
nals are full of statements testifying to their loyalty. The men adored Shackleton both
before and after the destruction of the ship. They trusted that he would get them home
safely. He was equally committed to the well-being of every man in the crew and was
very conservative in taking risks with his men. Each time an accident occurred, he would
personally find the cause and make sure that it didn’t happen again. 

Promoting optimism
Shackleton hired crew members based on their optimism. He himself showed his opti-
mism to the men during the entire adventure. He kept all of his men informed about
every problem involving them, informed them of their options, and detailed a plan for
future action. He considered every setback a new challenge.

Moving leadership to a new age
The age of individual exploration is over. We might compare Shackleton’s story with the
near disaster of Apollo 13. But Apollo 13 was a heavily funded government effort with
constant communication with Houston ground control. The crewmen followed the direc-
tion of the leadership on the ground. 
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However, entrepreneurs and managers in the modern high-tech world are managing
efforts in an environment that seems to change as fast as the Antarctic weather. You often
need to produce our company’s technical publications with very limited resources. Not so
different from the Endurance after all. 

In the current economic environment, you cannot afford to continue wasteful manage-
ment practices. Gone are the days when you had enough money to permit “hands-off”
management. Gone are the days when you could tolerate the inefficiencies of unmanaged
staff members. I recommend that you consider emulating Shackleton’s leadership style by
hiring carefully, quickly removing the weak producers, being aware of what your staff is
doing, taking a personal interest in their needs, personally developing them as competent
and optimistic professionals, and most of all, demanding loyalty. 

Shackleton’s crew members believed him to be the best leader that they had ever
worked for. Following Shackleton’s way might lead to the same result. What if your staff
told others in your organization, “She is the best manager I’ve ever worked for, and I
have complete confidence in her direction?”

Ten leadership steps for information-development managers
In his December 2005 article, “Making Project Management a Valiant Voyage,” Mike
Eleder outlined ten steps that information-development managers might use in following
Shackleton’s way.4 He based his analysis on the book, Leading at the Edge, by Dennis
Perkins.5

4 Mike Eleder, “Making Project Management a Valiant Voyage,” Best Practices of The Center for Information-Development
Management, December 2005.
5 Dennis N. T. Perkins, Leading at the Edge: Leadership Lessons from the Extraordinary Saga of Shackleton’s Antarctic
Expedition. New York, New York: American Management Association, 2000.

Shackleton’s Way in Information Development
By Mike Eleder

1 Keep the long-term goal in mind, while focusing immediate energy on achievable short-term objectives.
This is the vision thing! Know where the team is going. Communicate it on a regular basis. But focus on
the small, achievable, top-priority steps that must be accomplished to get there. Focus on the results,
not the actions. As things change, make adjustments. Many small course corrections are less disruptive
than a few large course changes. Make decisions based on facts but make them quickly. Overcome
uncertainty with structure. Clear roles and responsibilities give people purpose and divert attention
away from negative thoughts and into productive energy. Vision and accomplishment work in concert
to keep the energy flowing in the right direction. 

2 Lead by example, using visible, memorable symbols and observable behaviors. Walk the talk! When
under conditions of stress, the team needs to SEE the leader as a leader. Personal presence is a unique
source of energy and power. The leader needs to sense when the energy of the team is ebbing and
must mobilize them with an authentic, sincere message that will take the team forward. When things
are the darkest, the team needs calm reassurance, straight talk, and unmistakable resolve. When mis-
takes are made, fix them and move on. Contrary to corporate culture, it is more important to fix the
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problem than to affix blame. Use visible symbols to reinforce principles. People need to see leaders
leading. The team needs to see someone on the bridge who knows the right course. 

3 Constantly show optimism and self-confidence, but remain grounded in the reality of the current situa-
tion. Unflagging optimism is the hallmark of great leadership. If you don’t believe it can be done, how
will anyone else believe it can be done? The spirit of future possibility generates positive energy that is
contagious and self-perpetuating. When presented with challenges, the optimist sees possibilities and
focuses his or her energy on solutions grounded in reality. 

4 Maintain your own physical and mental well-being. Success is often driven by high energy. To sustain a
high-energy success engine, the leader and the team must have the stamina to cover the distances nec-
essary to be successful. Leaders know they must push to excel, but they must also know when to stop
and give people a rest. Leaders can show concern for others by monitoring their well-being. Sometimes
this requires guidance from others around them to help choose what is best for the team.

5 Constantly reinforce the team message that “We are one—we live or die together.” Establishing a shared
identity reinforces team unity. The strength of the wolf is the pack. Helping each other resolve impedi-
ments strengthens unity. Frequent, honest communication also strengthens the bonds of unity. A unified
team is one where each individual understands his or her role and the tasks required by that role. They
feel a deep sense of personal responsibility for doing their part but understands how all the pieces fit
together to achieve the group goals. Few teams succeed when vital information is hoarded or restricted to
a few key decision makers. When making assignments, match individuals’ skills to the task, but avoid any
appearance of favoritism. The toughest assignment for the leader is dealing with poor performance. While
individual feelings and team unity must be taken into account, poor performance must be addressed
quickly and fairly. An unwillingness to deal with poor performance detracts from team unity. Performance
actions must, however, avoid isolating an individual and provide a chance to recover and contribute.

6 Minimize status differences, and insist on constant respect and courtesy. Every member of the team,
including the leader, must demonstrate core team values. Highlighting status differences and promoting
special privileges undermines team unity. Avoiding unnecessary hierarchy promotes collaboration and
teamwork for all tasks. An egalitarian spirit increases the resource pool for whatever needs to get
accomplished and minimizes the anger and resentment that inevitably surfaces under conditions of
stress when some are perceived as “more equal” than others. Always insist on common courtesy, no
matter how stressful the environment.

7 Actively manage conflict by dealing with anger in small doses. Engage dissidents and diffuse power
struggles. Many people fear conflict and approach its appearance with heightened anxiety. To prevent
tension from rising to unmanageable levels, seek opportunities to deal with anger and conflict in small
doses. Proactively seek out the opinions of others to recognize tension within the team. Many corporate
cultures seek to drive conflict underground and replace constructive resolution with conflict avoidance
under the guise of respect for people. Conflict is an early warning sign that problems are not being
addressed. Bringing the conflict to the surface may be the only way to uncover the underlying prob-
lems. Worse, unresolved conflict will likely fuel tension that will surface in other, unproductive ways.
Ignoring conflict increases the likelihood that the magnitude of the inevitable confrontation will be
greater than if dealt with in small doses early on.

continued
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Summary
Becoming an effective and respected leader is not a simple process, as you may have dis-
cerned from the examples in this chapter. You need to work hard to encourage your staff
members to become a productive team. A collection of individuals, as you may have
noticed, does not make a team. A real team shares responsibilities and works effectively to
achieve a goal. Its performance is measured by determining if the result of its work was
successful, not that it was complete.

Everyone who comes to a management role has a personal style that influences how he
or she chooses a leadership style. The examples in this chapter are designed to give you
ideas to use to develop a personal style.

As a leader, you want to inspire your staff to become high-performing teams. Consider
developing a pacesetting and coaching leadership style to motivate your staff, although
you may need to employ other leadership styles at times. 

Shackleton’s Way in Information Development continued

8 Constantly look for wins and celebrate. Look for humor and help people laugh. Within stressful, time-
constrained work environments, there seems to be little time for celebration. Yet, these are the times
when celebrations can have the greatest impact on the well being of the team. Shackleton kept his team
motivated by constantly looking for something new to celebrate. Small or large, celebration brings suc-
cessful closure to a step or task and renews the team for starting on the next challenge. Celebration
gives people a chance to feel good and enjoy a sense of accomplishment, and it builds confidence in
expecting more successful outcomes in the future. During and between celebrations, look for humor
and help people laugh. When things are the most serious is when laughter can be the most powerful
elixir for rejuvenating one’s spirit. 

9 Have the courage to take the Big Risk. Successful leaders seldom take unnecessary chances, but when a
risk is justified, they do not hesitate. Not making the key decision may do more to ensure failure than
deciding to take a calculated risk that may be the only opportunity for success. Many corporate cultures
promote risk-averse behavior. However, taking calculated risks of time, money, and resources for
strategic opportunities can often yield wildly successful outcomes that would otherwise be missed. 

10 Never give up-there is always another move. Leaders are relentlessly creative—they never give up.
The vision of success they see in their mind’s eye guides them toward the outcomes they believe are
inevitable. Obstacles merely channel energy down another path to success. The game is never over.
There is always another move, another path, and another opportunity-if only we can identify what it is.
Tenacious creativity for finding alternative solutions is the hallmark of great leadership.
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Promoting
Innovation in
Information
Development

Innovation distinguishes between a leader and a follower.
—Steve Jobs

Information-development managers have a responsibility, both
to the larger organization and to their staff members, to pursue
innovations. When you are being pressed to reduce costs and
increase productivity as well as deliver information that is val-
ued by customers, maintaining the status quo is not one of the
options. Among your team members, you are likely to have
some that enthusiastically embrace innovations because they
enjoy the challenge of thinking and doing something new and
they believe that innovations can enhance their career develop-
ment. Others on your team prefer to follow tradition because
they are comfortable with the way they have been working and
are reluctant, even afraid, to change. They may choose to quietly
resist or they may become active naysayers, wreaking havoc
behind your back.

You are obligated to find ways to promote innovation among
your team no matter the resistance. As Clayton Christensen and
Michael Raynor make clear in The Innovator’s Solution,1 failing to
innovate dooms not only an entire company to be replaced by

289

Chapter 13

1 Clayton M. Christensen and Michael E. Raynor. The Innovator’s Solution: Creating and
Sustaining Successful Growth. Cambridge, MA: Harvard Business School Press, 2003.
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competitors but will threaten an individual department. Your competitors are out there
waiting for you to fail. They come in the form of product developers and others who
believe they can develop technical information more quickly, accurately, and effectively
on their own. They come in the form of outsource agencies that are knocking on your
CEO’s door to offer their low-cost services. 

Only by pursuing innovation can you stave off the disruptive competitors and preserve
the best your organization has to offer. If your team members fail to innovate and increase
their value to the organization, they’re unlikely to be around in five years.

For many information-development managers, new ideas are abundant. Team mem-
bers want to redesign information deliverables, find better ways to meet customer needs,
and make their own work more interesting. You may find that the most difficult challenge
you face is to decide if the myriad new ideas presented by your team are worth pursuing.
For an innovative new idea to be valuable, it must

✔ align with overall corporate goals and objectives and be politically acceptable

✔ add value to the customer by providing more useful and usable information
resources

✔ reduce costs by making your team more productive

✔ reduce the time to market of information products

If the innovative new idea does not meet at least two of these criteria, it is probably not
worth pursuing. If the new idea provides you with a more efficient way of working, adds
customer value, and is aligned with corporate goals, it has a greater chance of succeeding.

Best Practices in Promoting
Innovation in Information
Development
Introducing and implementing sound innovations in your organization is not simple. It
requires careful planning that begins with identifying an innovative idea that can be sold
to senior management. It proceeds through managing the introduction of the innovation
into your organization and ensuring its success against all obstacles. In this chapter, you
learn about five best practices to help you promote innovations in your organization:

✔ Overcoming obstacles to change

✔ Understanding disruptive innovations

✔ Focusing on customer-centered innovations

✔ Instituting operational innovations

✔ Benchmarking with competitors and best-in-class colleagues
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Introducing innovations into your organization and motivating staff members to accept
new ways of working are always challenging. Consequently, I begin the best practices
with some insights into overcoming the obstacles that make change difficult. As you work
on innovation in information development, remember that change management is critical
to your success. You may want to consult John P. Kotter’s book, The Heart of Change, which
provides a step-by-step plan for managing change.2

Best Practice—Overcoming obstacles to change
A perceptive study of leadership was conducted in 2002 by W. Chan Kim and
Renee Mauborgne, management professors at Insead in Fontainebleau, France.3

Kim and Mauborgne conducted an in-depth study of William Bratton, who
served as police commissioner in New York City in the 1990s and was instrumental in
lowering the city’s crime rate. They sought to understand how he accomplished the turn-
around, especially in such a politically charged environment as New York. The tag line of
their article reads, 

“How can you catapult your organization to high performance when time and money
are scarce? Police Chief Bill Bratton has pulled that off again and again.” 

Kim and Mauborgne outline four obstacles that managers face, distilled from Bratton’s
experience. In Table 13-1, I have applied them to the situations faced by information-
development managers.

Table 13-1: Obstacles Faced by Information Development Managers

Cognitive hurdle Our staff members respond best when they experience directly the problems our customers have
in finding and using information to perform tasks or solve problems.

Resource hurdle By targeting our resources on contributions that add value to the organization, we make best use
of what we already have.

Motivational hurdle Reforming everyone and everything at once may be appealing, but it’s doomed to failure. We
need to solve problems with key influencers who can help to spread the message.

Political hurdle Powerful interests, such as product developers and marketing managers, often resist change.
We must identify the naysayers and find ways to silence them.

Breaking through the cognitive hurdle4

Most people involved in decision making about a change don’t respond to sensible argu-
ments, extended examples, or even dollars and cents. Even the bean counters, who insist
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2 John P. Kotter and Dan S. Cohen, The Heart of Change: Real-Life Stories of How People Change Their Organizations,
Cambridge, MA: Harvard Business School Press, 2002.
3 W. Chan Kim and Renee A. Mauborgne, “Tipping Point Leadership,” Harvard Business Review, April 2003.
4 The headings in this section are paraphrased from the Kim and Mauborgne article.
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that they are only interested in the numbers, won’t act if they don’t understand the prob-
lem or believe that any change is necessary. 

Bratton’s technique, at the core of tipping point leadership, is to help key decision mak-
ers actually experience the problem. Without a lesson in reality, the need for innovation
never catches on. For example, Bratton decided that he had to convince his senior staff
that the public’s complaints about the subways were meaningful. They simply didn’t
think the problem was that serious. Besides—New Yorkers always carp about the subway.
Big deal. 

Convinced that making the subway safe was the highest priority in the turnaround,
Bratton required that all his transit police officers commute by subway, himself included.
Most of them had not ridden the subway in years. Not until they saw the graffiti, experi-
enced the lawlessness of the gangs, and got mired in non-working equipment did they
understand the public’s point of view. And, only then did they agree that something
needed to be done. 

Bratton had gotten his officers over the cognitive hurdle. They had to gain a visceral
and cerebral understanding of the problem before they were ready to respond to new
ideas. A colleague of mine used a similar tactic a few years ago to convince his mechanical
engineering staff that they had to redesign a critical piece of equipment used in treating
gravely ill patients. He had feedback from users that the equipment was difficult and slow
to adjust, resulting in unnecessarily long treatment times. They reported that patients,
already anxious about their illnesses, were further stressed by the ill-adjusted and awk-
ward equipment. 

His problem—the engineers weren’t especially concerned. So the technicians had a
problem with the usability of the equipment. Couldn’t they just be trained better? Our col-
league used a drastic approach to move his engineers through the cognitive hurdle. He
took them out to customer sites and had them experience the problem firsthand. 

If that sounds somewhat like a customer site visit as part of a usability study, you’re
right. That’s exactly what occurred. The engineers observed the users trying to adjust the
equipment. They played the roles of patients, enduring the long adjustment periods flat
on their backs with heavy lead weights on their bodies. It wasn’t pretty. The experience
changed their entire perception of the problem. They came back committed and energized
about redesigning the equipment immediately and correcting all the adjustment problems. 

Experiencing a problem firsthand can be a life-altering experience. I worked with a team
of software programmers designing a medical-records system. It was clear from a first
view of the prototype software that they were completely oblivious about the users’ world.
The prototype was completely unusable to anyone but the designers. I suggested that they
visit some users, conveniently located across the street from the software-development
department. They took me up on the suggestion. 

Months later, meeting the same programmers over lunch in the cafeteria, they told me
that the meetings with users and the direct observations of their work had “changed their
lives.” These were senior professionals, committed to doing good work. They simply
needed to break through the cognitive hurdle. 

I invite you to consider ways in which you can help decision makers in your organiza-
tion overcome their reluctance to support innovation and change. Have they tried to find
information on the corporate website? Do they know how it feels to use the products the
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company develops? Have they seen people at work having difficulty learning what to do?
In the 1980s, both Hewlett-Packard and Sun invested in usability testing, hiring usability
professionals and building usability labs, because their CEOs were unable to install their
computers at home.

Information developers tend to be a group of introverts who sincerely believe that if
they work hard and keep their noses to the grindstone, someone will notice good work
and reward it. Despite such an optimistic belief, you need to sell the ideas you have for
making things better, after you’re certain, of course, that the ideas are better for the cus-
tomers and the company, not just for you. 

Sidestepping the resource hurdle
As soon as an information-development manager begins to research how to implement an
innovation or a badly needed process improvement, the immediate reaction is to bemoan
the lack of resources. The manager either has too few people or too little money or both.
Bratton’s police department certainly did not have unlimited resources or lots of new
money. He succeeded in implementing his program by restructuring existing resources
rather than seeking new ones. 

After he had convinced his managers that a new strategy was needed by getting them
to understand the problem, he had to find ways to implement the new strategy without
an influx of cash or people. He had to find ways to make improvements that could be
accomplished with existing funds and staff. 

The greatest danger, after you overcome the cognitive hurdle, is to abandon your goals
because you can’t find a way to accomplish them with your existing resources. The
answer is to find ways to achieve your goals without having to acquire new resources.
Bratton looked first at how his resources were allocated to fighting crime. Although every-
one acknowledged that a significant percentage of crime resulted from drug use, only 5%
of his force was assigned to the narcotics division. Although everyone agreed that most
drug-related crimes occurred on weekends, the narcotics division staff worked only
Monday through Friday. Once everyone recognized the obvious problem, Bratton was
able to institute a major reallocation of staff and resources.

When Bratton learned that police officers took an average of 16 hours to process an
arrest, he found inexpensive ways to reduce the processing time to 1 hour. As a result, he
gained back staff time that was being wasted on paperwork that everyone hated doing.
When he found that one division had too many patrol cars but not enough office space,
he located another division that had too much office space and not enough patrol cars. He
then negotiated a trade.

As an organization manager, your role is to look for similar opportunities to achieve
your goals without pleading for new resources from recalcitrant CFOs. Begin by carefully
examining every step of the processes your staff uses to develop and deliver your infor-
mation products. One manager, doing this analysis of the as-is procedures in the depart-
ment, uncovered 27 pages of process steps. It was clear from the analysis that many of the
steps were duplicated, unnecessary, or could be done more simply. By redesigning the
process, the team members created a to-be procedure that had only nine pages of process
steps, greatly reducing the time required in the information-development life cycle. 

Chapter 13: Promoting Innovation in Information Development 293
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Another manager, asking team members to reduce unproductive time, found that the
suggested process improvements enabled the team to increase their productivity without
adding additional people. They cut out time from unproductive, required meetings. They
eliminated writer tasks that could be handled better by their production experts. They
looked for immediate opportunities to share content among deliverables.

A senior manager used a pilot project to demonstrate that the innovation was viable
and cost-effective, which enabled her to get funding for the next stage of the project.

Many managers and teams become quite adept at finding opportunities to use
resources more effectively. The minimalist agenda, for example, asks information develop-
ers to scrutinize information products for content that is rarely or ever used by customers.
One team, after only a few hours examining existing manuals, decided to eliminate mar-
keting information that was irrelevant to customers who had already purchased the prod-
uct and was time-consuming for staff to keep up to date. They also found opportunities to
reduce descriptions of features that had been added years before and were no longer
needed by customers. 

In moving toward minimalist documents, another team carefully analyzed the regula-
tory requirements that had to follow in developing documentation and included only the
required content for end users. By eliminating redundant and unneeded content, they were
able to reduce translation costs by 60% and speed time to market for global customers.

Costs saved in one part of the organizational process should be reallocated to other
parts of the process that require bolstering. Pursuing a minimalist agenda and reducing
the amount of time required to maintain and produce content might free time for cus-
tomer studies. Time spent on customer studies might lead to further reductions in content
that is not valued in the field. 

The results of one organization’s customer field studies showed that end users were
not using the online help. In fact, the clerical end users learned their basic tasks on the job
and rarely performed any new tasks. By eliminating the online help, the team could
devote more time to redesigning the user interface, a task they had been asked to pursue
but for which they lacked sufficient time. By removing a low-value task (creating online
help), they could pursue a high-value task (making the interface more intuitive).

Jumping the motivational hurdle
As a people manager, you already know how difficult it is to motivate an entire staff to
devote time and energy to instituting a change. The larger the staff, the more difficult they
are to motivate because so many of the staff are physically or psychologically distant from
the leadership. 

The first step in tackling motivation is to recall the lesson learned from Malcolm
Gladwell’s The Tipping Point.5 Gladwell demonstrates that change occurs not by a magical
process in which everyone changes simultaneously, but from the influence of a small
number of key individuals. Bratton knew that if he could motivate the key influencers in
the NYPD, he could use them to influence change throughout the organization. He chose
as his key influencers the precinct commanders, each of whom directed 200 to 400 police

5 Malcolm Gladwell, The Tipping Point: How Little Things Can Make a Big Difference, Little, Brown and Company, 2000.
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officers. If he could change the way each of these commanders handled crime, he had a
chance of changing the entire force.

Bratton’s tactic was to institute weekly meetings, bringing together all the precinct com-
manders and the top officials of the department, to scrutinize the crime statistics and the
performance of the police precinct by precinct. Each week, one of the commanders was
held accountable for his or her performance, explaining what was effective and where per-
formance still lagged. The commanders became personally accountable for the success or
failure of their operations. The commanders learned what was working or not working for
their colleagues, encouraging them to take innovations back to their own teams.

In a recent project to develop an enterprise content-management system, Comtech
advised the client to conduct a thorough stakeholder analysis. One of the outcomes was
identifying the key influencers in the organization, people who everyone trusted to tell
them what was a good idea and what was a waste of their time. Most of the key influ-
encers were quite vocal about their likes and dislikes. If they didn’t support a program, it
was usually doomed. The liaison didn’t like all of these people and would have preferred
not having to work with them. However, with encouragement, he invited them to join one
of the core teams working on the requirements and implementation of a new system.
Their presence turned out to be critical because they were able to motivate others who
were skeptical but could be influenced by someone whose opinions they trusted.

In another project, the lead rejected Comtech’s advice, deciding to exclude an impor-
tant key influencer from the information architecture team. As a result, the team’s work
was severely hampered because the entire group of subject-matter experts became aligned
against the new information designs. Only after much work, and involvement of the key
influencer, was the architecture team able to get back on track and make some progress in
motivating the experts to become involved in the design process.

If your plan for innovation and change requires the cooperation of diverse team mem-
bers, focus on the key influencers, those people whom everyone trusts. Involve them in
the project from the beginning and provide a setting in which they are motivated to sup-
port the innovation and assume responsibility for its success. Their most important role is
to motivate the others in the organization who will have to implement the changes.

It is important to frame your innovation in achievable chunks. Many of your team
members will view a significant innovation as “pie in the sky,” another unachievable idea
foisted on them by out-of-touch managers. If your project seems too grandiose, staff mem-
bers will not be motivated to take part. They’ll just wait for it to fail, like so many others
they have been through. 

If you divide your project into parts that people believe they can achieve, they will
more likely be willing to work with you. If they will take responsibility for their smaller
parts of the project, even if they are skeptical that the long-term goal can be achieved, they
will be motivated to participate.

Knocking over the political hurdle
Your innovation may be well under way and looking like a success when you face the bar-
rier of political interests set up against you. Never underestimate the resistance people
will show if they feel an innovation threatens their position or appears to be more success-
ful than something they want to accomplish. If you’ve worked hard from the beginning of
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the innovation project to encounter and silence the naysayers, you may be ready for the
opposition to be mounted against you. 

If you have support among senior executives, you are more likely to be protected polit-
ically. Bratton anticipated opposition from the New York court system, which feared that
his innovative project would increase the caseload. He sought and won the support of the
mayor, Rudy Giuliani, to influence the legal system. He won the support of the New York
Times, which helped enlist the public behind the changes.

You are likely to run into opposition from peer organizations. Product managers may
believe that your innovations will take decision-making power away from them. Product
development managers who are accustomed to controlling the content of technical docu-
mentation may feel threatened with losing their control. Marketing, support, training, or
usability may insist that the customer is their property if your innovation is designed to
improve customer satisfaction. 

When the information-development managers at BMC decided to change the way they
allocated staff to projects, they needed the support of senior management to overcome the
resistance of middle managers on the product teams. The following vignette explains
what happened:

BMC Software: A Case Study
In 2005, the BMC Software Distributed Systems Management (DSM) product documentation organization came to
a crossroads. The company had been steadily moving to position its products as Business Service Management
(BSM) solutions, which involves the use and integration of products from multiple lines of business, as well as
products at different maturity levels. While the company was quickly moving to product integration and a business
service model, the DSM writing organization continued to develop product documentation by line of business
(LOB). The writing organization approached all products the same way: updating and enhancing all documentation
deliverables for every product. There was no differentiation in the writing approach for new products, strategic
products, or fully mature products. With an already reduced writing staff, flat headcount projections, and new
projects on the way, the writing organization’s management team realized that something had to change. 

Over a six-week period, the DSM writing management team spent many hours in brainstorming meetings to

✔ innovate ways to fulfill customers’ information needs by creating a customer-focused organization

• ensure coverage of all customer issues, which was done by creating four groups, spanning all Lines
of Business (LOBs):

• Routes to Value (RTV). Writers would be responsible for working with marketing and program exec-
utives, as well as technical services field colleagues, to create technical documentation aimed at
boosting sales by accentuating how products integrate to provide value-rich solutions.

• Customer Response (CR). Writers would be responsible for working with Customer Support and
product teams to create answers quickly for customer issues and to provide workarounds and fixes.
Deliverables include product-level white papers, technical bulletins, and high-priority flashes. 

• Return on Investment (ROI). Writers would be responsible for working with product teams and
product architects for strategic and new products to focus on installation, configuration, basic use,
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and best practices or implementation information to help customers see immediate return on their
investment in the company’s products.

• Classic. Writers would be responsible for working with product teams and product architects on
mature products to highlight new and enhanced features, rather than updating all deliverables with
all product changes in a large, stable documentation set.

✔ outline how each group would operate and the deliverables each would provide

✔ decide how to better align and design information deliverables to help boost sales

✔ determine the criteria for differentiating products by life cycle and maturity level

✔ centralize the editors to more effectively provide editing services across all writing groups

✔ assign writers to each group (based on skills, preferences, and so on)

✔ craft presentations to be given to upper management, product team management, and writers, to help
in managing change

The DSM writing organization structure was implemented in May 2005. After 10 months, the DSM writing
management team summarized their experience as follows:

✔ Despite some initial resistance from various product team members (most notably customer support
and development), there is now acceptance and even recognition that the organization is not only inno-
vative but is working.

✔ The team must continue working with customer support and product teams to find the best method for
providing information about product issues: a bulletin, release notes, a readme file, or a resolution in
the knowledge base.

✔ Writers were skeptical but are now enthusiastic proponents of the organization.

✔ Writing tasks are divided so that writers focused on documents specific to the next release of a product
(ROI and Classic teams) do not have to interrupt their work to create white papers, technical bulletins,
and so on. 

✔ With more development groups moving to agile development environments using the Scrum
methodology, the ROI and Classic writing groups are focused on developing manuals and help
systems without interruption. With a sharper focus, writers on these teams can work more effectively
in this environment.

✔ Marketing program executives and support colleagues are receiving more white paper, data sheet, and
technical bulletin information than ever before because the RTV and CR teams are specifically tasked
with these deliverables. 

✔ With a cross-LOB approach, all writers are gaining more product exposure and expertise, increasing
their value to customers and the company.

✔ Writers want to be loaned out to other teams to lend a hand, because they are supplementing their
product knowledge and they now feel more comfortable with documenting a wider range of products. 
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Best Practice—Understanding disruptive innovations
Clayton Christensen outlined the forces of disruptive innovation in his book,
The Innovator’s Dilemma.6 Disruptive innovations, Christensen argues, cause well-
managed, well-established companies to fail, even when they are paying attention

to their customers and investing in new technologies. These companies fail because their
markets are increasingly dominated by small, innovative companies that introduce new
technologies that are less expensive, often easier to use, and initially attractive to the low
end of the market. The disruptive innovators chip away at the low end, gradually increas-
ing their offerings to progressively higher-end customers, until they eventually force the
once dominant company out of business, or largely so.

Remember when Sears was the dominant low-cost retailer in the US? Sears saw its mar-
ket disrupted by aggressively less expensive competitors like Wal-Mart and Target that
have themselves become the dominant players. Christensen shows how this pattern plays
itself out over and over again, noting that the process is almost inevitable. Few companies
have the ability to remain competitive in the face of disruptive forces. 

You may, in fact, find yourself in a company that is being challenged by disruptive
innovators. If you work for a longstanding company that is seeing its low-end customers
moving to less expensive, more focused, and easier to use competitive products, you are
witnessing a potential takeover. It’s likely that your company is responding by moving
further up the customer levels, choosing to remain the product-of-choice to its high-end
customers and pretty much writing off the low-end to the competition. Unfortunately, as
Christensen explains, that response, although it can be successful for some time, eventu-
ally fails. The disruptors produce better, more functional products, gradually absorbing
more and more customers. At the same time, the high-end company offers more and more
functions to its remaining lucrative customers until the product is so feature-dominated
and difficult to use that the high-end customers won’t pay the cost. They simply don’t
need much of the new functionality.

Christensen contrasts disruptive innovations with sustaining innovations. Sustaining
innovations are the kinds everyone strives to make. Can we find new technologies or
other ways to make our products better? Can we improve our processes of creating prod-
ucts to make them better or less expensive? Large, well-managed companies are masters
of sustaining innovation. In the field of information development, we are constantly 
finding ways to improve the effectiveness and efficiency of our information product
development. 

In his Best Practices article, Bill Hackos explains the four principles of disruptive inno-
vation described by Christensen.7

Principle #1: Companies depend on customers and investors for resources.
Most people think of companies and their management as being in control of their des-
tinies. Companies succeed because management is brave and smart. Companies fail
because of management mistakes. Christensen claims these notions are completely wrong.

6 Clayton M. Christensen, The Innovator’s Dilemma: When New Technologies Cause Great Firms to Fail. Cambridge, MA:
Harvard Business School Press, 1997.
7 Bill Hackos, “The Information Developer’s Dilemma,” Best Practices of The Center for Information-Development Management,
October 2004.
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Instead, companies are completely dependent on their customers and investors, even
when management is doing all the right things. If a company doesn’t satisfy customers,
they don’t bring in revenue that is crucial to company operations. Similarly, if companies
don’t satisfy stockholders’ goals for growth, they don’t get the capital they need for
investment. No matter how hard companies try to violate this principle, all they really can
do without customers or investors is go out of business. In fact, companies that produce
products with features customers want and growth that investors demand will thrive. The
best-performing companies market products or services with features that exactly match
what customers want, and no more. 

Principle #2: Small markets don’t solve the growth needs of large companies.
Disruptive innovations result from the introduction of new technologies and are devel-
oped for small or not-yet-existing markets. Generally, the disruptive products or services
are not as good for existing upscale customers, but they are cheap and convenient. They
are usually developed by small entrant companies. Because of their small market and low
cost (and small markup), they are not attractive to the large incumbent companies. After
all, why should large companies fool with products that have small markets and low prof-
itability. It is better for them to improve existing products for their high-markup cus-
tomers. If large companies try to move into the disruptive products market niche, they are
likely to slow rather than accelerate their growth. However, small entrant companies can
thrive on revenue that is of little value to the established companies. 

Principle #3: Markets that don’t exist can’t be analyzed.
Large, established incumbent companies are typically experts at market research. They
are not able to throw resources into new, not-yet-existing markets because they have no
way to do market research on those markets. Small companies can afford to aim toward
not-yet-existing markets on the expectation that their disruptive product will create a
market. Of course, many small companies aim wrong and go out of business before any-
one knew they existed. 

Principle #4: Technology supply may not equal market demand.
Most companies, large and small, make continuing improvements in products so that they
can enter new, more upscale markets and take advantage of the greater markup in these
markets to increase revenue as well as profit margin. Unfortunately, the large incumbent
companies may improve their products to the point that the improvements are of no
additional value to any customer group, a process often referred to as “feature creep.”
Christensen calls it “over-serving” the customer. Small companies take the same route of
moving upscale, but their improvements enable their disruptive products to serve some
of the same markets as the incumbent’s products but at a lower cost. At this point, the
products become commodities and the entrant company begins to erode the incumbent’s
market based on price. What happens next is often not pretty. Once this process begins,
it may not be possible for the incumbent to recover. 

Christensen goes through case study after case study to show how these four principles
explain disruptive innovation in the real world. Here is a single hypothetical scenario of a
disruptive innovation event. 
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Typical Innovator’s Dilemma scenario
An incumbent company has achieved considerable success in a technology and maintains
a large market share. The company continues to make improvements in its products based
on customer and end-user research. Customers are happy and seemingly loyal. A new
technology emerges, not necessarily high tech, but maybe a new process or business
model. An entrant company seizes on the technology and creates a product that is at the
low end of the market or even in a not-yet-existing market. Its low price, improved sim-
plicity, or convenience creates a new market or may make inroads into the lowest-margin
market of the incumbent. 

Both the entrant company and the incumbent company are thrilled. The entrant is
finally making some revenue. The incumbent is happy because it is losing its low-end
market, which has the lowest profitability. Its average profitability has increased. “Good
riddance!” The marketing department does a thorough market analysis and concludes it
is not worth getting into a technology to compete with the entrant because the entrant’s
products will never be as good as the incumbent’s, the markup potential is small, and the
market is not large enough to bother with. 

After a time, the entrant company starts using its technology to improve its disruptive
product and begins eroding some of the high-quality market of the incumbent. At first, it’s
just pesky. The incumbent continues to improve its product by adding features that the
customer likes but may not be willing to pay for. But the entrant continues to erode the
market. Marketing is flabbergasted. “What is wrong with our customers?” “Why don’t
they understand that our quality is better than theirs?” Eventually, things get bad enough
for the incumbent that management decides to act to protect its customers from this com-
petitive onslaught. “We must produce that low-end product and compete directly!” But
it’s too late. Try as it may, the incumbent just can’t compete with the entrant. It doesn’t
have the same expertise in the technology as the entrant. It is not as efficient, not willing
to accept the lower markup, and has lost its brand advantage. It’s convinced that its prod-
ucts are still much better. But why are their customers not loyal? 

You probably can think of many well-known companies that are no longer with us or
are only skeletons of their old selves. In fact, you may work for one of the incumbents. 

What, then, is the Innovator’s Dilemma? The dilemma occurs because incumbent com-
panies react to the threat by pursuing sustaining innovations in their products that raise
the price and may make the product more complex and less usable. The more market they
lose, the more they try to compete by improving their product. It’s a dilemma because
they lose if they don’t compete by improving their product and they lose if they compete
by improving their product. The customer really wants a simpler, cheaper, easier-to-use,
and more convenient product but the incumbent is unable to produce it. 

Four principles for success
In her review of The Innovator’s Dilemma, Ginny Redish summarizes Christensen’s advice8

by noting that successful companies can foster their disruptive innovators and reinvent
themselves into the new world that the innovative technology will eventually bring.

8 Janice (Ginny) Redish, “The Innovator’s Dilemma: When New Technologies Cause Great Firms to Fail,” Best Practices of The
Center for Information-Development Management, June 2001.
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Those that have succeeded have followed these four principles (paraphrased from
Christensen, page 99 and Chapters 5 through 8): 

✔ Put the project in an independent, autonomous unit that is allowed to have its
own value system, its own customers, its own budget, its own profit margin—and
that is often geographically away from the main organization. 

✔ Put the project in an organization that is small enough to get excited about small
opportunities and small wins. 

✔ Recognize that the first attempts are most likely to fail. Assume that it will take an
iterative process of trial and error to find the right product and the right market.
Do not believe forecasts. Do not gear up for huge production until you have been
through a few rounds of experimentation. 

✔ Assume that the new technology will start out with a new market that values
what makes this different from what your mainstream clients want now.

Best Practice—Focusing on customer-centered innovations
Christensen and colleague, Michael Raynor, expand upon the recommendations
they made in The Innovator’s Dilemma, in their 2003 study, The Innovator’s Solution.
In this work, they provide evidence for the efficacy of this advice in the 2003 book.

They provide an empirically based plan that CEOs and other senior managers might pur-
sue to achieve growth. 

Now, unless you’re the CEO, you’re probably wondering what value The Innovator’s
Solution has for you as a manager in an information-development organization. How
likely is it that an information developer will have an opportunity to pursue an innova-
tion that is incrementally different from the company’s previous business? In fact, how
often can we pursue innovations that are recognized as being responsible for advancing
our corporation’s business in its traditional markets, which Christensen refers to as a “sus-
taining” rather than a “disruptive” innovation? 

Christensen provides the solution for information managers to move into the main-
stream of company innovation. The key is to understand the role information developers
might play in disruptive innovation. 

First, however, it is important to examine the differences between sustaining and dis-
ruptive innovations. Sustaining innovations are well known to most, because most infor-
mation developers tend to work in mainstream companies that have been in business for
a relatively long time. Sustaining innovations represent the progressive improvements our
companies make to products in response to the demands of existing customers. The best
customers tend to be those that buy the most expensive, state-of-the-art products with all
the latest bells and whistles included. These mainstream customers help companies gener-
ate healthy profits by continuously moving up-market toward large customers willing to
pay premium prices for better products—that is, until the products become too good. 
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Christensen explains that innovation along the sustaining model cannot last. Soon
enough, customers get all the capabilities they are willing to pay for. More features and
functions, as you well know, simply are not that attractive. The products pretty much do
what they are needed to do as they are today. When you find that customers are not anx-
ious to install the latest and greatest version of your product, you know you’ve probably
reached the limit of the sustaining model. At that point, a company’s mainstream product
becomes a commodity in which the list of features and functions is duplicated by all the
competitors. Eventually, cost-cutting efficiencies are the only ways left for our companies
to manage profitability. You may have noticed in your own organization that commodity
products are most likely to be outsourced for continued development and production,
including, but not limited to, the outsourcing of technical publications. 

Disruptive innovations work differently and are most often pursued by newcomers to
the market, those companies hoping to win market share away from the big, dominant
players. Disruptive innovations are those that successfully implement simple, more con-
venient products that cost less and appear to a new set of customers. In fact, many of the
large companies that you may have worked for started life as disruptive innovators. 

Christensen goes on to divide disruptive innovations into two categories: those that are
low-end disrupters and those that are new-market disrupters. Low-end disrupters are
familiar to all of us when Wal-Mart comes to town. Wal-Mart sells products as cheaply as
possible, undercutting and disrupting many of the small businesses that had started hap-
pily in our communities. New-market disrupters look for the non-consumers, people who
might use an innovative product if it were convenient and reasonably priced. For exam-
ple, Christensen points to Canon and its desktop copier business as an example of a new-
market disrupter. Canon made photocopying convenient by selling reasonably priced
copiers that could be housed in individual departments or offices. 

Here are the questions that Christensen suggests we ask about customers: 

✔ Are there customers out there who don’t have the skills, money, or equipment to
do a particular job for themselves? Either they don’t do it at all or they have to pay
for experts to do the work for them. 

✔ To use a product, do customers have to do something that is inherently inconve-
nient for them, like going to a central location to use the copy machine? 

Think about desktop publishing in these terms. As Mark Baker noted in his article on
authoring systems, information developers wholeheartedly adopted desktop publishing
technology in the mid 80s.9 Before desktop publishing, if you wanted a professional, type-
set look for your publications, you had to use the services of an expensive and relatively
inconvenient professional typesetter. Most of the time, the cost of the typesetter was high
enough that you were forced to choose typewriter-style output for your technical publica-
tions. Even buying your own typesetting equipment and learning how to use it was out-
side the capabilities of most departments. 

9 Mark Baker, “What Makes an Authoring System Tip?” Best Practices of The Center for Information-Development Management,
February 2004.
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Desktop publishing became a new-market disrupter for typesetting. It was reasonably
inexpensive and easy to learn. It allowed you to produce professional looking publica-
tions right in your own departments. Desktop publishing was so effective a disrupter that
most typesetting businesses are gone. 

Discovering products that will appeal to customers who are underserved by current
products is not an easy task. However, information developers, if they are actively
engaged with actual customers, may be in an excellent position to identify new-market
disruptive innovations. 

Christensen notes that over 60% of new-product development efforts fail. He insists,
however, that the failures are not random and are both predictable and avoidable. He
advocates abandoning traditional methods of segmenting markets that lead almost invari-
ably in the wrong direction with regards to innovation. 

Traditional market segments are identified by attributes of the product and the cus-
tomers. Product attributes as market segmenters result in long lists of features and func-
tions. The thinking goes that if you add more features to a product, it will attract more
customers. See the addition of digital cameras to cell phones as a product-focused innova-
tion. Customer attributes that serve as market segmenters result in the demographic cate-
gorization of customers. You are told, for example, that a particular set of young, male,
upwardly mobile, MBA-type customers will want pocket-sized PCs that act as extensions
of their desktop models. 

Christensen argues that such representations of markets are inadequate to support dis-
ruptive innovations. He asks us to focus instead on circumstance-based categorizations
that state explicitly what features, functions, and market positions will “cause customers
to buy a product.” Our ability to predict with confidence how a product will succeed is
based upon our thorough, in-depth understanding of customer behaviors. 

In keeping with the principles of user-centered design, Christensen argues that cus-
tomers have jobs they need to get done, and they elect to hire our products or services to
get the job done. 

“Companies that target their products at the circumstances in which customers find
themselves, rather than at the customers themselves, are those that can launch predictably
successful products. Put another way, the critical unit of analysis is the circumstance and
not the customer.” 

Disruptive products provide ways for people to hire the products to get a job done
that has been impossible before. The example Christensen provides is the BlackBerry, the
hand-held wireless email device manufactured by CIDM member, Research in Motion
(RIM). RIM, Christensen argues, gained a “disruptive foothold [by] competing against
nonconsumption by bringing the ability to receive and send e-mail to new contexts such
as waiting lines, public transit, and conference rooms.” By observing that customers were
trying to fill in unproductive snippets of time, RIM found the circumstances, the job to be
done, that would bring people to their product. Instead of producing yet another handless
wireless device like the Palm Pilot (competing against product features) or developing a
product for the business traveler (competing against customer demographics), the com-
pany took another path. By watching people use BlackBerries, Christensen notices them
filling bits of otherwise unproductive time by accessing email. He argues that RIM com-
petes, not against other electronic devices, but against the newspaper or the CNN Airport
News or a boring meeting. 
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When information developers focus on the customer, especially when the customer is
trying to learn what he or she may want to do with a product, you can learn not only
what might make the information more useful but you might also recognize opportunities
that are not being served by the current product. You may find, for example, many cus-
tomers who choose not to use your products at all or who use only minimal functionality.
Perhaps such customers would be better served by a low-end disruptive product at signif-
icantly less cost and with far fewer complicating features. You may also find customers
who are in circumstances not served by your current products and who are looking for
different solutions for different needs. 

You might expect marketing professionals in your companies to be on the lookout for
opportunities to create disruptive innovations. However, marketers frequently focus on the
behaviors of buyers rather than the behaviors of users of the product. Information develop-
ers, in coordination with usability professionals when they are available in a company, are
better placed to note the real circumstances and the real jobs that the customers are trying
to do. Of course, part of the dilemma surrounding innovative and disruptive ideas is the
difficulty of selling them in traditional organizations, especially when the ideas come from
people who are not considered to be in the mainstream of idea generation. 

How might information-development managers respond to Christensen’s crusade to
change the way existing companies pursue innovation? The best way possible is to pay
close attention to those who are trying or trying not to use your products, including your
information products.

Susan Harkus has written extensively on the importance of understanding and meeting
the user’s agenda in information products. In her article with Elizabeth Pek, Susan makes
the argument that you must understand the user’s real agenda before you can successfully
design information products that meet their needs.10

10 Elizabeth Pek and Susan Harkus, “Building Success on the User Agenda,” Best Practices of The Center for Information-
Development Management, April 2002.

Understanding the User’s Agenda
By Susan Harkus and Elizabeth Pek

We know we have a good solution. We have done the research; we have analyzed our audience; and we have
identified user tasks. We know that the solution meets the needs and goals of users. But, why are our users still
dissatisfied with the offering? Is it the curse of the lurking user agenda? 

As communicators, we want users to use our product. We want product manuals to be “dog-eared” from
constant use; we want users to use the online help rather than call the support desk; and we want our
Internet/intranet site’s hits to increase. 

By understanding and leveraging the user agenda, we can achieve the user and business outcomes that we
are seeking. The user agenda is the missing link between the analysis and design that we do and the outcome
we desire. 
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Best Practice–Instituting operational innovations 
In his April 2004 article in the Harvard Business Review, re-engineering guru
Michael Hammer, takes on the unglamorous changes in everyday operations,
revealing their potential to produce significant reductions in cost, increases in

productivity, and improved customer satisfaction. “Deep Change: How Operational
Innovation Can Transform Your Company” speaks to the operational innovations that are
near and dear to the hearts of information-development managers.11

Hammer begins by telling the Progressive Insurance story, a company that has seen
phenomenal growth in an otherwise staid auto insurance market. Progressive’s growth
came not through acquisitions or mergers, the stuff that puts CEOs on the front page of
The Wall Street Journal, but through significant innovations in everyday operations. 

You’ve probably seen Progressive’s television ads inviting customers to use their rate-
comparison website. Behind the scenes, they simply did their work better than their com-
petitors. For example, if you have an auto accident, Progressive representatives are on
hand 24 hours a day to take your call and schedule a claims adjuster. The claims adjuster
works out of a mobile van, enabling a nine-hour turnaround rather than the industry-
standard seven to ten days. The adjuster prepares an estimate on the spot and will, in
most cases, write you a check immediately.

What provoked this innovation? At Progressive, you may notice a strong connection to
the customer, the willingness to listen to customers’ frustrations, and the common sense
to act on them by changing the core of their business operations. As a result of customer
feedback, they did not merely tweak the details of the claims adjustment process. They
dramatically rewrote the process, resulting in significant cost savings for the company.

Chapter 13: Promoting Innovation in Information Development 305

What is missing from our traditional methods is an understanding of where users are coming from at the point
of engagement in the website or information. We need to delve deeper and understand beyond the needs and
goals of our users; we need to understand and address our users’ agenda at each point where they interact with
our solution. 

What Is the User Agenda?

The user agenda is complex and much more than just goals and objectives. It encompasses deeper subconscious
needs such as priorities, expectations, issues, assumptions, and reservations. 

For most one-off information or transaction interactions, users are unable to describe their agenda. Only where
they have frequently performed a task and experienced the same frustration will you hear them exclaiming,
“Why can’t I . . .” or “Why don’t they provide. . . .” 

The agenda is only revealed at the point of engagement—when users read our document or interact with our
web site. And even then, it is revealed progressively; often users do not know their agenda until they are
performing activities with our solution. 

11 Michael Hammer, “Deep Change: How Operational Innovation Can Transform Your Company,” Harvard Business Review,
April 2004.
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More important, however, the hassle-free claims process keeps customers happy and loyal,
reducing the significant burden of constantly replacing lapsed customers with new ones.

Hammer tells several stories of operational innovation, including Dell’s direct sales
model for computer sales and Wal-Mart’s cross-docking practice, which moves goods
from an inbound delivery truck to an outbound one going to a store, eliminating the need
for expensive warehouse space. With every new story, you find substantial decreases in
cycle time, development expenses, and operating expenses, at the same time that cus-
tomer satisfaction is boosted.

Inventing operational innovations in publications
In information development, you have the potential to pursue innovations in two areas:
development and operations. Although some of the work you do in information develop-
ment is a part of product development, a high percentage of your costs are related to the
operational tasks of producing and delivering information to customers. You package
information for multiple products, produce graphics, facilitate localization and transla-
tion, handle final production activities, and supervise, if not control, delivery. 

Your development innovations should focus on designing and developing unique
new ways to affect customer productivity. Your operational innovations should involve
finding new ways to do your work, including single sourcing and content management.
By automating final production tasks, publications organizations have reduced cycle time
by cutting days or even weeks off the end of the life cycle. By managing small chunks of
information so that they can be translated earlier you can produce simultaneous product
releases in non-English-speaking markets.

Despite the obvious productivity gains and cost reductions, information-development
managers still bemoan the lack of support they get for their efforts from senior managers.
Hammer sympathizes, noting the operational innovations are traditionally undervalued
in corporate culture. “Operations simply aren’t sexy,” Hammer exclaims, in a business cli-
mate that rewards grand strategies and big deals. The everyday work of getting the prod-
uct out the door is just too boring for executives to pay attention to.

As you know all too well, operations are often out of sight. How many times have you
complained that none of the senior managers knows what you do? Only when the CFO
notices the documentation department’s budget line does anyone seem to pay attention.
Hammer explains that you’re not alone. Most operational innovations are grass-roots
efforts begun by people who care about finding opportunities to improve processes.

Despite making the case for operational innovation, Hammer points to a shortcoming
that strikes at the heart of information development—the deadline. Managers and staff
must respond to the demands of the product release cycle deadlines. As a result, you
often put aside opportunities for operational innovation. “We’re just too busy getting the
books out the door,” you insist. “Where will we find the time to make changes in the way
we work?”

Yet, the most spectacular operational innovations come under pressure. Offshore out-
sourcing, reductions in force, budget cuts—all these provide you with incentive to search
for new ways of doing business.
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Hammer lists four ways that help you discover new ways, not just better ways, of
operating:

✔ Benchmark with companies outside your industry.

✔ Identify the assumptions that constrain how you think about your work.

✔ Turn special cases into everyday actions.

✔ Look closely at seven key dimensions of work. 

Examining the seven key dimensions of work
The seven key dimensions of work represent a series of questions, all of which should be
reexamined in the search for operational innovation.

✔ What results are required to be delivered? 

✔ Who should do the work? 

✔ Where should the work be done? 

✔ When should the work be done? 

✔ Does the work or all aspects of it need to be done at all? 

✔ What information must be provided to the performers? 

✔ How thoroughly does each aspect of the work need to be performed? 

Consider just one of the questions: When should the work be done? In the past, infor-
mation developers assumed that translation cannot take place until final documents are
signed off. You considered the cost of making changes to translated text too high, and the
translation vendors preferred to receive all the work at one time. Now, you have learned
that you can reduce the translation cycle time by delivering modules for translation
throughout the development process, without significantly increasing costs, if you’re care-
ful about what you consider ready to go.

As managers, you have also learned that you can reduce total development time for
content if you spend more time in the planning stage. 

Operational innovation means inventing and implementing news ways of doing work.
It typically involves tough-minded decision making and unglamorous hard work.
However, as Hammer concludes, “ . . . it is the only lasting basis for superior performance.
In an economy that has overdosed on hype and in which customers rule as they never
have before, operational innovation offers a meaningful and sustainable way to get
ahead—and stay ahead—of the pack” (p. 93).
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Best Practice—Benchmarking with competitors and 
best-in-class colleagues
Benchmarking compares what you do and how you do it to what others do and

how they do it. A well-designed benchmark study involves four basic steps: 

✔ setting goals and recruiting partners 

✔ collecting information from the partners 

✔ analyzing the information and preparing a benchmark report 

✔ acting on the benchmark results

Setting goals and recruiting partners
Depending on how the benchmark activity is designed, the partners may be selected
before the goals are established or the sponsor may set the goals and recruit appropriate
partners. In either case, the goals of the partnership are key to its success. Some bench-
mark studies have wide-ranging goals. The CIDM’s 1998 Telecommunications Benchmark
was designed to look broadly at the information-development departments in telecom-
munications companies to identify best practices in organizational structure, information
architecture, customer studies, and more. The 2005 Information-Development Benchmark
Study on China was designed to look more narrowly at the potential for instituting suc-
cessful information-development departments in China. 

After the goals are established, appropriate partners are identified. Partners may all be
in the same industry, as was the case with the Telecommunications Benchmark. They may
all be interested in a similar outcome, as was true in the China Benchmark. They may be
interested in a particular innovation, which occurred in the Single Source Benchmark
Study, which investigated the strategies that best-in-class organizations were pursuing to
reduce information-development costs. In some studies, competitors are selected, which
occurred in a benchmark study of organizations involved in blood collection. Whatever
the criteria, the selection process must ensure that all partners can add value to the others
involved in the benchmarking.

Funding for the benchmark study may come from contributions among all the partners
or one partner may act as the sponsor. Funding allows for site visits and telephone inter-
views and the development of a comprehensive benchmark report. Unfunded, informal
benchmark studies may produce lots of responses but they are difficult to evaluate. If you
know nothing about the partners except for their responses to an email request for infor-
mation, you do not know if you can compare their activities and outcomes to your situa-
tion. A formal benchmark study carefully establishes the framework of the study, sets the
goals, and ensures that the partners are comparable.

Collecting information from the partners
Many benchmark studies rely entirely on survey questionnaires to gather information
from the partners. As a starting point of a formal benchmark study, the surveys provide a
baseline of data. However, surveys rarely give you the insights you need into innovative
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activities. The questions focus on what is already known, rather than what is new and
unexpected. Telephone interviews and visits to each partner’s location provide richer
information than can be developed from surveys alone. The on-site visits are preceded by
questionnaires so that everyone is prepared, but the true insights come during the discus-
sions. A good interviewer leaves openings for the partner to describe innovations that
have proved successful or even those that have failed.

During a benchmark study of exemplary customer service organizations, we learned
about the customer partnering process that became the basis for the partnering innovation
that Compaq adopted. Details of the partnering process are described in Chapter 6:
Developing Relationships with Customers and Stakeholders. In a benchmark on organiza-
tional structure in departments, Comtech learned of a process in which teams were
assigned to develop information on three releases of a product simultaneously to avoid
the peaks and valleys of traditional release processes.

Analyzing the information and preparing a benchmark report
After all the questionnaires, interviews, and on-site visits are complete, someone must be
responsible for compiling the results and developing a report of the findings. Sometimes
the reports include general recommendations and specific recommendations for each
partner. 

Most benchmarking reports that Comtech develops are organized around best practices
identified through the study. Rather than looking at recommendations for one organiza-
tion, all the partners learn from the collection of best practices discovered. Remember that
the goal of a benchmark study is to look at how other organizations function and to learn
from their experiences. 

Acting on the benchmark results
If by participating in a benchmark study, you hope to influence innovation in your organi-
zation, you need to prepare a plan of action in direct response to the benchmark findings
and recommendations. The action plan means that you are directly benefiting from the
study and returning value for the investment your organization has made.

An often overlooked benefit of participating in benchmark studies is in the sense of
community it creates among benchmarking partners. Most professional organizations in
the information-development industry are open to all—including information and training
developers, editors, technical illustrators, managers, and so on. Opportunities for groups
of managers to convene to discuss issues that concern them all, compare their different
approaches, and, together, arrive at a core of possible solutions, are rare. 

Many large corporations see the value of professional exchange among managers and
bring their training, documentation, and customer service managers together for periodic
meetings and seminars. However, while such meetings are effective means to ensure that
similar styles, approaches, and processes are being used across different groups within a
corporation, they fail to inform managers about how competitors and others in the industry
are addressing the same issues. Moreover, for the managers at single-site documentation
groups—or at smaller companies—there are few opportunities to meet formally with peers. 

By participating in benchmarking activities and attending partner conferences, man-
agers create new opportunities for sharing information and extend their immediate circle
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of professional peers. Inasmuch as they have agreed to participate in the same bench-
marking study, managers at the partner companies share similar concerns and are eager to
learn more about the benchmark topic—most important, they are eager to learn from each
other. Benchmark participants often report that the expertise and insight they gain from
knowing what peer and competitor organizations are doing is invaluable. 

Creating an Innovation Council
The CIDM has been actively supporting the establishment of Innovation Councils to help
information-development managers find new ways of working and new ways of deliver-
ing valued information to customers. Palmer Pearson, a senior manager at Cadence Design
Systems, developed the Innovation Council concept when he invited colleagues from a
wide variety of non-competitive companies in the area to attend monthly meetings. At
the meetings, the managers discuss innovations that they are implementing or they have
learned about. The managers are convinced that pursuing innovative ideas is a key ele-
ment in their success and the success of their organizations.

The Innovation Councils are purposely small, allowing for an intimate idea exchange
among a small group of interested managers. The leaders recommend that when a council
gets larger than 12 members, a new council be formed. The purpose of the council is to
enhance the business acumen of managers by keeping them abreast of innovations in the
field and in neighboring areas. One council, for example, includes a representative from a
local college that provides a certificate in technical communication management. The
managers involved bring new ideas being developed or considered in their own organiza-
tions and ideas that come from their ongoing investigation of the business environment.

Innovation Councils also allow managers informally to benchmark their activities with
others in the field. Information benchmarking helps everyone judge the position of an
organization with respect to their colleagues. More formal benchmarking, which could
grow out of an Innovation Council, sets up a regular and organized information exchange
among partner companies. A best-in-class benchmark study specifically works to identify
industry leaders and ask them to share information about their innovations. Competitive
benchmarking does the same among competitors in a particular product or industry area. 

Summary
Developing innovative approaches to information design and development is essential
but never easy. You first have to generate lots of new ideas and weed out the less promis-
ing ones. You then have to gain the support of senior management, peer management,
and your own staff members, all of whom may be quite comfortable with the status quo.
Before you can focus on the innovation project itself, you have to be prepared to overcome
the barriers. 

Consider these approaches as you get started:

✔ Identify the obstacles that are likely to make an investment in an innovation
unsuccessful. Develop tactics for overcoming the cognitive, resource, motiva-
tional, and political hurdles that will come between you and an innovation.

18_777110 ch13.qxp  11/15/06  4:36 PM  Page 310



✔ Understand the threats that lie ahead for your organization in the form of disrup-
tive competition. Outsourcing, offshoring, and reductions in force are all conse-
quences of disruptive innovation. Face the threats calmly and plan innovations
that will increase the perceived value of your staff and your organization.

✔ Remember that the most significant innovations are those that increase the value
of your information products for the customers. Get out of the office and learn
what your customers are doing with information in their environment. With
strong customer understanding aligned with corporate strategies, you have a sig-
nificant position from which to plan and implement innovations, even those that
may initially encounter opposition.

✔ Consider the effect of operational innovations for tackling the internal costs and
timelines. Identify opportunities for short-term gains that accumulate progres-
sively to result in significant operational changes. If you can identify improve-
ments that make the greatest differences in productivity and that minimize the
learning curve and culture shock, you are more likely to build a team culture that
embraces innovation instead of fearing it.

✔ No improvement is easy. Create a full-scale project around the innovation you
think is most valuable and achievable by your organization. Be prepared to devote
resources in the form of people and time to its success, even if new money is not
immediately forthcoming. Initial successes that are well documented and commu-
nicated to the larger organization may lead to new funding later. Be certain that
your project has measurable goals and clear expectations.

✔ Support your internal efforts by knowing what your competitors are doing and by
learning from best-in-class colleagues. Successful innovations rarely occur in a
vacuum. If you’re the only one pursuing a new idea, be careful that the idea isn’t
out of touch with reality.

By encouraging your staff to become advocates of business-oriented, productivity-
enhancing innovations, you will build recognition for your activities throughout your
organization. The more you are recognized as an effective innovator, concerned with
delivering value and reducing costs, the more highly regarded your organization will be.
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An Introduction
to Project
Management

Project management is the process of managing, allocating,
and timing resources to achieve the desired goals of a project in
an efficient and expedient manner. The objectives that consti-
tute the desired goal are normally a combination of time, cost,
and performance requirements.

—Adedeji B. Badiru 1993

In most enterprises, information-development projects occur in
the context of larger projects. In product-development organiza-
tions, information developers support the product’s customers,
especially those who install, configure, administer, modify, and
use the product in their workplace. They also support internal
customers who train and support customers, install and repair
equipment in the field, or market and sell the product. In other
organizations, information developers are responsible for infor-
mation to support internal activities. They work with others
engaged in defining policies and establishing procedures.
Information developers are the writers, editors, and production
coordinators for projects that are guided by subject-matter
experts or even committees or teams of experts. Some informa-
tion developers may themselves be the subject-matter experts.
They are responsible for creating a process and preparing train-
ing and reference materials to support those who perform the
process. Only rarely are information developers completely
responsible for a project independent of some larger entity or
activity. In those cases, the information developers may be devel-
oping policies and procedures for their own organizations, such
as style guides, process flows, and information architecture.
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Because most information developers are part of larger projects in the enterprise,
those responsible for managing the information-development project will find themselves
interacting with other people who also have project management roles. In a product-
development project, a technical expert such as an engineer or programmer may have
project management responsibilities, or a product manager may manage the specification
and release of a product to external customers. In an operations organization, people
responsible for a process may lead projects. For example, a human resources director may
lead a project to develop an employee handbook. A finance director may be responsible
for the corporation’s annual report. The city manager may be in charge of producing a
report to the city council. The development of a new business proposal may be in the
hands of a proposal manager or a sales professional. And so on, and so on. The list of
projects in any enterprise that may involve information developers is endless. 

In some cases, individual information developers report directly to someone in the
larger project who is responsible for the project management. In that case, the information
developers are likely to understand how to manage themselves, because the manager of
the larger project rarely knows anything about the activities required for the successful
development of information products. Individual information developers managing their
own work in the midst of a larger project will find that many of the activities outlined in
Part 3 must be included in their workflow.

Within the context of these larger projects, you are also likely to work in an organization
dedicated to information development. In a professionally run information-development
department, individual information developers may still be responsible for their own
project work. As projects require more than one person, the role of project manager
becomes more well defined until some individuals have the sole responsibility for manag-
ing information-development projects. The range of activities included in that role is the
primary subject of Part 3.

Depending upon the type of organization in which you find yourself, consider these
questions:

✔ Where do you fit in as a project manager for an information development project? 

✔ Are there other project managers? What is your relationship to them? 

✔ Are you new to project management? Do you have lots of experience in managing
projects?

✔ Are you a portfolio manager (discussed in Part 2), which means that you are
responsible for the direction of all the projects in your organization?

✔ Are you responsible for all or a subset of the projects in your organization? 

✔ Are you managing only yourself or several people involved in information
development?

✔ Do you manage a team of people working on the project?

✔ What if you are managing only your own project in which you are the primary or
only contributor? 
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✔ Are you and your team responsible for all the project activities related to informa-
tion development?

✔ Do you have colleagues who manage localization and translation, graphics devel-
opment, final production and delivery?

✔ Are you responsible for one or multiple deliverables?

✔ Are you the only information-development project manager, or do you have col-
leagues managing other parts of the information-development process?

✔ Are you responsible to a portfolio manager or department head who is managing
all the projects in which your organization is engaged?

✔ Are you a department head who manages all the projects in your department?

No matter what your position in the larger enterprise or within your own organization,
if you are responsible for seeing that an information-development starts, proceeds, and
ends successfully, you have the role of project manager even if you don’t have the title.

The Purpose of Information-
Development Project Management
As an information-development project manager, you have two, often competing, goals:
the efficient management of the project so that you reach your goals, and the successful
development of information products that excel at meeting the needs of your customer
and adding value to the product or service that your information supports. If you can
achieve both these goals without one overtaking the other, you will have a successful
career as a project manager.

In working toward your project goals, you may find yourself with the responsibility for
leading a team of individuals and helping them collaborate, innovate, and adhere to stan-
dards, process, and deadlines. At the same time, good project management does not mean
imposing troublesome processes on people trying to do good work. To facilitate good
work, you must take responsibility for handling the process details for your team so that
they have the time and opportunities to achieve the best results possible.

With every project you manage, you face these and often more challenges:

✔ Having enough resources to get the work done by the deadline 

✔ Having sufficient budget to support your team’s process effectively

✔ Developing a team that is efficient, supportive, and innovative

✔ Collaborating with people elsewhere in your organization who have their own
constraints to manage

✔ Knowing what information will provide value to your customers
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318 Part 3: Project Management

✔ Balancing the demands for quality with limitations on your resources and your
process

✔ Ensuring that the information-development process is wisely implemented

✔ Knowing when an activity is essential and when it can be purposefully neglected

Your ability to meet the challenges with the assistance of your team members and other
colleagues in the organization will test your skill as a project manager. My intent in Part 3
is to give you a process to follow that will help ensure success. As you implement the
process, described as the phases of an information-development project life cycle, you will
discover what works well in your organization and what doesn’t. I encourage you to view
the project life cycle as a series of best practices, developed over many years with the help
of many skilled and talented information project managers and industry leaders. Like any
best practices, however, you will need to mold them to your own style, the needs of your
team, and the needs of your larger organization.

The Information–Development
Life Cycle
The information-development life cycle encompasses a series of processes that must be
completed to deliver effective information to customers while meeting project deadlines.
Although the information-development life cycle can be divided into any number of
phases, I find that a five-phase model is convenient. You will, of course, find models that
have four, five, six, or even seven phases. The processes are usually similar; they are just
split into different parts to support the way a particular organization defines its workflow.

The five-phase information-development life cycle parallels many popular approaches
to product development. For example, the Jim Highsmith, leading proponent of Agile
Project Management, outlines five phases from Envision and Speculate through Explore,
Adapt, and Close, a design very similar to the model I recommend to you. Because the
model I present is familiar to people managing other types of projects in your organization,
you will find it easier to introduce this model and explain its effectiveness and versatility to
your colleagues.

Figure 14-1 illustrates the five phases of the information-development life cycle model. 

Figure 14-1: The five-phase information-development life cycle

Phase 1: Planning
10%

Phase 2: Design
20%

Phase 3: Development
50%

Phase 4: Production
20%

Phase 5:
Evaluation
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In the following tables, you learn what activities occur in each phase, who is responsi-
ble for them, and what deliverables need to be produced. You also learn what project
management deliverables you will produce and include in your Project Management
Folder. Setting up your Project Management Folder is, in fact, one of your first activities.
Either in your file system or your content management system, define a primary folder for
your project, divide it into the five phases, and use it as a permanent repository of all the
decisions and actions you take to manage your project.

Information Planning
During the first phase of your information-development project, you and members of
your team as needed work together to define what you are going to deliver by the end of
the project and why. The major deliverable of the first phase is the Information Project
Plan, a critical document that outlines the goals and objectives of the larger project of
which you are a part. Without a project plan in place, the rest of the project is likely to
flounder for a lack of direction. 

Never short change the planning phase, even if you find it tempting to argue that you
have “no time for planning.” Even short projects, completed in a few days or weeks, need
to be planned. In fact, you will find from experience that short projects are more difficult
to manage than longer ones because all the required activities must be compressed. 

By planning your project, you help to ensure that you have sufficient resources to meet
the deadlines, are able to produce final deliverables that meet your customers’ needs, and
maintain the morale of your team members. Without adequate planning, you put all of
these at risk. Table 14-1 details the activities, deliverables, and responsibilities associated
with the Planning Phase of the project.

Table 14-1: Phase 1: Planning

Phase Schedule Activity Deliverable Responsibility

Planning* Approx. 10% Understand the goals and objectives of the Project Plan Project Manager 
of total larger project with team members
project time Understand the information needs of the audience as needed,

Define the scope of the high-level deliverables including
Develop the project schedule Information
Define the requirements for localization and Architect,
translation Production 
Define the requirements for final production Coordinator
Acquire people and other resources to support Localization 
the project Coordinator,
Evaluate project dependencies and risks and and Information 
plan mitigations Developers
Communicate the project vision and goals to 
all stakeholders

Continued
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Understand the information needs of the audience
Define the scope of the high-level deliverables
Develop the project schedule
Define the requirements for localization and 
translation
Define the requirements for final production
Acquire people and other resources to support
the project
Evaluate project dependencies and risks and 
plan mitigations
Communicate the project vision and goals to 
all stakeholders
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Table 14-1: Phase 1: Planning (Continued)

Phase Schedule Activity Deliverable Responsibility

Set up the Project Management folder Project Project Manager
Management 
folder

Manage a review of the project plan Final approved Project Manager 
Project Plan and Project

Stakeholders

*Find information on the Planning Phase in Part 3, Chapters 15 and 16.

Information Design
Even though Information Design is officially the second phase of the information-
development life cycle, it often begins long before the current project begins. Information
Design is the product of continuous improvement in your understanding of the audiences
for your information and the business requirements of your organization. Design work
may begin with the completion of the previous project, after you begin to get feedback
from customers and colleagues in your larger organization. Nonetheless, the information
design for your particular project occurs in the second phase of the project, at which time
you and your team members decide exactly how the content will be structured and how
the final deliverables will be organized and will look. 

In a large organization, you may work with an information architect who is chiefly
responsible for the design of information products. In a small organization with more limited
resources, you may wear both hats: project manager and information architect. In either case,
you will want to involve the entire team in the design process so that they assume ownership
for the success of the design as they develop the content. Table 14-2 details the activities,
deliverables, and responsibilities associated with the Design Phase of the project.

Table 14-2: Phase 2: Design

Phase Schedule Activity Deliverable Responsibility

Design* Approx. 20% Conduct a user and task analysis Design Plan Information Architect 
of total Annotated with other team 
project time through the use cases Topic List members as 

Understand the marketing goals and objectives Deliverables needed, including
Define the usability goals Structure Localization 
Define the information structure Authoring Coordinator,
Define the writing style Guidelines Production 
Define the deliverables Coordinator

and Information
Developers

Understand the goals of the product or service
through the use cases
Understand the marketing goals and objectives
Define the usability goals
Define the information structure
Define the writing style
Define the deliverables

Design Plan

Annotated
Topic List

Deliverables
Structure

Authoring
Guidelines
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Phase Schedule Activity Deliverable Responsibility

Manage a review of the project design Final approved Information Architect 
Design Plan and Project Manager

Monitor the project Revised Project Project Manager
Re-estimate resources, budget, and schedule Plan
Report progress Progress Reports
Communicate the Design Plan to all stakeholders
Add to the Project Management folder

* Find information on the Design Phase in Chapter 17.

Information Development
The third project phase embodies the majority of project time, encompassing all the work
to develop the content and ensure that it supports the product and the customers. During
the development phase, the content creation work is in the hands of the information
developers on your team, assisted by specialists in graphics or other media required for
the project. 

As information developers create and update content, they should also be engaged in
quality assurance activities, with developmental, copy, and production editors or with
peers. They should also interact with subject-matter reviewers and those responsible for
testing the information against a product. Depending upon the size of your project and
the resources available, the roles and responsibilities during information development
may be shared among specialists or handled by the core information developers them-
selves. Nonetheless, your responsibility as project manager is to make certain that quality
assurance activities occur during Phase 3 of the project. 

During the Development Phase, the project manager monitors the project, alert to
changes in scope or project dependencies that increase the risk of the project and require
action to keep the project on track. You may find yourself revising the project plan, chang-
ing the project scope, looking for additional resources, or accommodating time that is
added to the schedule by delays in the larger project. As you track the project schedule
and workload, you make constant adjustments to ensure that the project is completely
successful. You record actual time spent on tasks so that you can compare them with your
initial estimates in the Project Plan. As you monitor and adjust the project, you record
your observations and actions in periodic progress reports to your management and other
stakeholders. Table 14-3 details the activities, deliverables, and responsibilities associated
with the Development Phase of the project.
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Table 14-3: Phase 3: Development

Phase Schedule Activity Deliverable Responsibility

Develop- Approx. 60% Develop new content Draft Content Information
ment* of total Revise existing content Final Content Developers with 

project time Modify the annotated topic list Topic List assistance from the 
Revise draft content based on feedback Weekly Progress Information Architect 
from SMEs Reports and the Subject-
Report progress Matter Experts

Edit content for structure and style Edited drafts Editors, including

Edit content for compliance with templates Development, Copy,
and Production

Revise the design in response to Revised Design Information Architect 
information changes Plan with assistance

from Information
Developers and
Editors

Index the content and develop keywords Index Indexer Information 
for electronic search Keywords Architect

Monitor the project Revised Project Project Manager
Re-estimate resources, budget, and schedule Plan
Report progress Meeting Minutes
Identify and resolve problems Progress 
Add to the Project Management folder Reports

* Find information about the ongoing management responsibilities during the Development Phase in Chapters 18, 19, 20, and 21.

Production
The activities that occur in your Production Phase, which includes both production of
final deliverables and delivery to the appropriate organization that send information to its
users, will depend heavily on the tools and methods you are using to produce the final
deliverables from your project. Most organizations today produce PDFs for print output
and delivery to web pages or CDs, rather than producing traditional camera-ready copy.
Organizations using desktop publishing systems typically can produce PDF and HTML
output directly from their source assemblies. Organizations producing output for various
types of help systems often have to use a third-party tool to generate the help output.

Organizations using XML and a content-management system can usually automate the
generation of PDF, HTML, and various help output. Using XSLT processing with XML
assembles such as DITA maps, you can automate the production of many outputs, includ-
ing PDF, HTML, and various help systems. 

Develop new content Draft Content
Revise existing content Final Content
Modify the annotated topic list Topic List
Revise draft content based on feedback Weekly Progress
from SMEs Reports
Report progress

Monitor the project
Re-estimate resources, budget, and schedule
Report progress
Identify and resolve problems
Add to the Project Management folder
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The more automated your production processes are, the less time you will need to
devote to Phase 4 Production. In my experience with a traditional publishing system, pro-
duction and delivery tasks were allocated about 20% of total project time. With XML and
content-management systems, that time allocation could be reduced to 10%  or less. Some
organizations, using XML processing and carefully designed style sheet, plus lots of expe-
rience, are able to produce all their deliverables in multiple languages in a matter of min-
utes rather than days. 

Table 14-4 lists typical production and delivery activities associated with Phase 4 of the
information-development life cycle. Whether or not you need to include any or all of these
activities will depend upon your tools and production process.

You may not be completely responsible for managing production. Large organizations
often have a production coordinator who manages the production tasks. However, as pro-
ject manager, you are responsible for coordinating with the production lead to ensure that
your project moves successfully through Phase 4.

Table 14-4: Phase 4: Production

Phase Schedule Activity Deliverable Responsibility

Production* Approx. Plan and manage production activities Production Plan Project Manager
10–20% of Plan and manage localization and Contracted Production Coordinator
total project translation activities vendors Localization Coordinator
time

Select and contract with production Purchasing
vendors

Run pre-production tests on  Successfully Production Coordinator
draft content completed tests Information Developer

Content ready for 
final production

Obtain final approvals Approved content Project Manager
ready for production Stakeholders including

legal representative

Prepare index Index Indexer 
Prepare keywords for search Keywords Information Developer

Develop production checklist Production checklist Production Editor
Conduct production edit Final content Information Developers

Deliver content to localization and Final content in Project Manager
translation vendors or work with your multiple languages Production Coordinator
local localization coordinator Final content fully Localization 
Deliver content to your production rendered in the Coordinator
coordinator appropriate output

deliverables in all 
languages

Continued
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Table 14-4: Phase 4: Production (Continued)

Phase Schedule Activity Deliverable Responsibility

Perform final quality assurance Final information  Production Editor
checks on all rendered output ready for delivery Production Coordinator

Deliver content to parties responsible Final delivered output Production Coordinator
for delivery to customer (print, CD, HTML, Project Manager
Archive final deliverables help)

* Find information about the ongoing management responsibilities during the Production Phase in Chapters 22 and 23. 

Evaluation
Phase 5: Evaluation takes place after all the deliverables are complete and handed off to
those responsible for delivery to the customer either by shipping paper or CDs, embed-
ding Help systems in products, or implementing content on websites. Evaluation is the
last step you must complete to review the project’s successes and challenges, plan for
improvements, and ensure that the information your team has produced has value to the
customer and meets their needs. 

Phase 5 activities should take place as soon after the deliverables are complete as possi-
ble. If you delay too long, team members and other stakeholders will be engaged in new
projects and may have forgotten issues that they wanted to address. Table 14-5 details the
activities, deliverables, and responsibilities associated with the Production Phase of the
project.

Table 14-5: Phase 5: Production

Phase Schedule Activity Deliverable Responsibility

Evaluation* Following the Accumulate and analyze project data Project Final Report Project Manager,
completion of Compare estimates with actuals Team Member with assistance
the project Hold “lessons learned” review Reviews from Information 
deliverables meetings with team members and Developers

other stakeholders and other

Prepare the project’s final report
Stakeholders

Write project-specific personal reviews 
of team members

Ask team members to review the 
project manager
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Phase Schedule Activity Deliverable Responsibility

Survey customers Customer satisfaction Project Manager
Interview stakeholders who have survey
close contact with customers, such as Customer Feedback 
product support, sales, and training Forms
Collect customer feedback Problem Resolution 
Identify problems and correct Report

* Find information about the ongoing management responsibilities during the Production Phase in Chapter 24.

Your Role as an Information-
Development Project Manager
In the activity tables in this chapter, you recognize that the information-development pro-
ject manager has many responsibilities. In small organizations, the project manager may be
responsible for managing all the activities in Phases 1 through 5. In large organizations, the
project manager may hand off direct management responsibilities to individuals coordinat-
ing major parts of the life cycle. For example, as project manager in a large organization,
you may work with independent organizations responsible for localization and translation,
production and delivery, graphics, information architecture, and the user experience,
including user and task analysis, usability testing, and customer feedback. In either case,
you remain responsible for the final success of your project, along with your immediate
team of information developers.

In some organizations, you will have the role of a “lead writer,” an individual who man-
ages the project and contributes to the information development. You may be a lone writer
on a project, with project management responsibilities in addition to all your other duties.

While you are wearing your project manager hat, no matter how many different roles
you play, your primary management responsibilities will likely include these:

✔ Develop the project plan, including the schedule and the deliverables for the project

✔ Estimate and acquire the resources needed to complete the project by the deadline
both in people, tools, and technology

✔ Revise the project plan as you gain more knowledge of the project

✔ Monitor the progress of the project, watching for changes in scope, schedule, and
dependencies

✔ Communicate the goals and vision of the project to all stakeholders, including
members of your information-development team
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✔ Coordinate with others involved in localization, translation, production, delivery,
user experience, and user support, and others involved in the successful comple-
tion of the project

✔ Ensure that the product is completed on time and on budget and at the level of
quality needed for the enterprise and the customer

✔ Evaluate the success of the project, the opportunities for process improvement,
and the performance of team members

✔ Gather customer feedback, identify and resolve problems, and plan for the next
project

These management responsibilities exist even if you are working alone and are respon-
sible for developing the information yourself. No wonder you never have enough time to
write. However, if you have a team of information developers working with you on the
project, you have a leadership role to play as well.

Establishing your relationship with your team members
If you are new to project management or you find yourself managing a team of people for
the first time, you need to think about your responsibility to the team. Effective project
managers are not only number crunchers or paper pushers. They assume leadership
responsibility to ensure not only that deadlines are met but that the quality of the work
produced by the team delights customers and exceeds their expectations. 

Certainly, information-development projects require good management. You do, after
all, usually have real deadlines and limited resources and budget. But, at the same time,
you want to encourage your team to innovate in the design and development of informa-
tion products. So much information developed does not meet customer needs because it
is inaccurate, unreadable, or inappropriate for the customers’ needs. That information, a
product of many years of pursuing technical details rather than user quality, needs to be
updated. But if the only goal you have for your project is meeting the deadline, then badly
done information continues to get updated. 

As a leader, you need to develop a relationship with your team members that encour-
ages them to change the status quo. Within the constraints of time and budget, you can
ask them to find ways to do something better than it’s been done before.

If you develop a collaborative team environment, in which people genuinely contribute
to each other’s work, you have the possibility to create better information products. Perhaps
not as much better as you would wish, but better than what was produced in the past. 

At the same time, you don’t want complete anarchy on your project team. Individual
team members who insist on pursuing their own personal agendas need to be reined in.
You need to know what people are doing so that they don’t spend too much time going in
the wrong direction. 

As a result, you have to be involved with the work of the team, communicating the
project vision and removing barriers to change. By becoming a leader-manager, you will
help contribute to the goals of the larger enterprise and establish the value of your team’s
work.
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Establishing your relationship with other project managers
In many information-development projects, you will find yourself working closely with
other parts of your enterprise that themselves have projects to complete. Many of these pro-
jects will have project managers. For example, you may be leading a small team of informa-
tion developers working on a new policy and procedure for storing records. Your team is
part of a large team of records management specialists from throughout the enterprise. The
team leader is a records manager at headquarters, an expert in the subject, and the project
manager responsible for developing a first-class storage process. Although this team leader
is managing the larger project, he is not an expert in information development. Your team is
responsible for writing the policy and the procedure so that they are understandable and
usable by people at company locations. Many of those people are not records specialists. As
a result, they need information that is written for generalists, not specialists. 

In your relationship with the larger project manager, you should work together to
determine each of your areas of responsibility. If you are responsible for ensuring that
the policy and procedure follows corporate standards, meets usability and accessibility
requirements, and is readable by the target audience, then your primary responsibility in
these areas should be well-defined and recognized by the members of the larger team. If
you are responsible for ensuring that the final deliverables are published according to cor-
porate procedures, that too should be clearly defined. If you are responsible for handing
off the deliverables to a production and delivery team with its own project manager, you
will need to communicate with the production manager as well. 

As you begin your project, you will need to understand all the relationships that you
must manage between your team and other parts of the organization. Sometimes man-
agers of the larger projects assume that they are responsible for all aspects of project man-
agement, including information products. If that assumption exists, you will need to
discuss the extent of your responsibilities and how you will work together effectively to
produce a good outcome of the project. 

If you find yourself in a conflict with another project manager over responsibility for
information deliverables, you may need to escalate the problem to your manager. If
another project manager insists that you deviate from standards, produce information
that is clearly inappropriate for the target audience, and does not fulfill the requirements
you have for usability, readability, and accessibility, you should first try to solve the prob-
lem yourself and then find the appropriate stakeholders to help represent you in negotia-
tions. I believe that information design and delivery should be the responsibility of
information-development professionals if that is the job they have been given. However,
disputes will arise. The best way to counter potential disputes is to establish good lines of
communication from the outset. In most cases, you will find that your colleagues in other
organizations are cooperative and don’t want to assume responsibility for areas outside
their expertise.

The more support you have from senior management, the easier it will be to define
your areas of responsibility. However, you will frequently find that senior management
does not know much about information development. It will be up to you to find oppor-
tunities to explain what you do and how good information-development processes and
sound project management will reduce development costs and ensure quality for cus-
tomers and users of information. Remember that the business value of your work is the
most important to management, not a focus on the niceties of writing and editing. 
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You will also need the support of your team members. If some team members are reluc-
tant to follow your lead and are prone to take direction from subject-matter experts and
outside project managers, you need to communicate with them and with your own man-
agement. Team members should work toward the same goals in a collaborative work envi-
ronment, not head off on their own. Loyalty and allegiance to the team and the success of
the project as defined by the team will be essential. Building that loyalty and allegiance
may take time and persuasion. Following good change management processes will help
you build the team and unite them around a unified vision of the project.

Characteristics of a successful project manager
Given all of the diverse roles you are expected to play as an information-development
project manager, you will find several important skills that will help you to be successful:

✔ Communication 

✔ Project planning

✔ Attention to detail

✔ Vision

✔ Leadership

Communication skills help you form allegiances among your team and with other
stakeholders with whom you must interact. You will need to communicate with your
management and other senior managers, with members of peer organizations, with other
project managers, with customers and customer representatives, and with your own team.
Communication skills do not necessarily come easily to people who chose information
development as a profession. The field is dominated by introverts with a decided prefer-
ence for working alone at the computer. 

If you are a strong introvert, you will have to work seriously on developing communica-
tion skills to be effective as a project manager. These skills include leading meetings, giving
presentations, handling one-on-one discussions, and writing communications carefully. 

Project-planning skills must begin with a thorough understanding of the information-
development life cycle and all the activities required to bring about a successful project.
If you haven’t had experience in information development, you may want to review the
process presented in this book and work with other people in your organization who
have had experience. If you are managing a project for the first time and you have no col-
leagues internally, look into establishing a network with other information-development
professionals in your area. You may want to join the Society for Technical Communication
as well. Information about membership is available at http://www.stc.org/.

Not only do you need knowledge and experience with the life cycle, but you also need
experience or help in project estimating, tracking, and scheduling. Following the
processes in the remaining chapters will help you learn how to estimate the scope of the
project and apply standard estimating to the project. However, the best way to achieve
accurate estimates is to have information on existing projects. Consult with colleagues and
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find records on previous projects if they are available. Once you have an initial estimate
and acquired resources to meet your schedule, be prepared to update the estimates as the
project changes.

A critical characteristic of successful project managers is attention to detail. An informa-
tion-development project is complex, with many details to keep track of. If you don’t have
an innate ability to pay attention to details, you should get help from team members who
are detail-oriented and make lots of to-do lists. It’s best not to burden team members who
have their own work with sorting out all the details of project progress, scope changes, and
re-estimates of resources and schedules. As much as possible, you want to relieve that bur-
den by doing the estimating and tracking yourself.

Project management in information development must be more than recordkeeping.
Without a vision of the project that articulates what you hope to accomplish in terms of
business and customer goals, your team will simply engage in updating existing informa-
tion that may never meet anyone’s needs and remains terribly inefficient to produce.
Senior management is looking to your projects to be efficient, productive, and accountable
for the quality of the results. If you understand the customers for your information prod-
ucts well, you can plan how to meet their needs with increasingly effective information. If
you understand the objectives of your organization, you can make decisions about what
to include and what to leave out of the information you deliver. If you recognize the need
for continuous productivity improvement, you will find ways to help your team adopt the
best practices that you learn here and from other experts in the field.

To develop an innovative vision for your project, you will need to listen to the way in
which your senior management articulates the goals for the enterprise as a whole. You
also need to pursue information about your competitors and information about industry
best practices and design and technology innovations. If you are not aggressively trying
to learn from experts in the information-development profession, you will not know how
to frame and articulate a vision for improvement.

Finally, you need leadership skills to communicate the project vision to team members
and stakeholders and to motivate your team in making that vision a reality. The core
value of leadership is respect for and encouragement of change, of being dissatisfied with
the status quo and continuously searching for ways to deliver more value. Leaders work
with people, not in an authoritative manner, but through collaboration because they rec-
ognize that the results will come only from innovative and responsible team members. 

Summary
Embarking on your new role as an information-development project manager starts with
the five phases of the project life cycle. In Chapters 15 through 24, you learn about the
processes that a project manager needs to follow in planning, encouraging innovative
design, ensuring the development proceeds smoothly, moving the project through to the
final deliverables, and evaluating the success of the project after it is complete. 

If this is your first project or if it is the first managed project in your organization, you
will need to learn about all the project phases, but you will also have to make choices. You
may find it impossible to do all of the activities I recommend. If so, don’t neglect planning.
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Planning is the most critical activity you will engage in. If you don’t have a plan, you’ll
never know what you’ve achieved by the end—what you had hoped or something less.
Please don’t listen to people who tell you that there is no time to plan. Without an adequate
plan, you’re most likely to waste considerable time and energy going in the wrong direction.

Most new project managers complain that they don’t have any data to use for estimat-
ing the resources they’ll need to complete the project by the deadline. You can never have
too much data. Even if no one in the organization has ever tracked how much time and
effort a project takes, begin tracking with your first project and continue tracking reli-
giously. The data you accumulate will make you a better estimator and manager on every
subsequent project you do. 

Finally, work on your people skills. If you are a strong introvert, consider playing the
role of an extrovert. The more you practice communicating, the easier it will become. 
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“How big is this project anyway?
When do we need to get started?”

Start End
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Starting Your
Project

Plans are nothing; planning is everything.
—Dwight D. Eisenhower, quoting 19th century Prussian

General Helmuth von Moltke

The first phase of an information-development project
addresses the thinking you need to do to ensure the success of
your project. Once you have understood the nature and scope of
the larger project of which you are part and envisioned the
goals, scope, resources, and schedule of the project you are man-
aging, you will be ready to develop your Information-
Development Project Plan, described in detail in Chapter 16:
Planning your Information-Development Project.

Planning is essential to the success of any project, large or
small. In fact, the shorter the project and the more difficult its
schedule, the more essential the need for careful planning. The
planning document is the culmination of all the research and
information gathering you have done at the beginning of your
project. It records the information you have collected and the
decisions you have made with respect to that information. 

Information planning takes real time. You need time to ask
many of the questions outlined in this chapter and get as many
answers as possible. You need time to communicate what you’ve
learned to your team members and enlist their help in deciding
how to respond. You need to compose a brief but comprehensive
planning document so that it communicates your vision of the
project and how you and your team intend to fulfill it. 

I estimate that new information planning should take
approximately 10% of the total time devoted to the project, as
shown in Figure 15-1. That means a 10-month project requires
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one month of planning; a 10-week project requires one week of planning. No one is wast-
ing time during the planning phase. Information developers gather project information
from product developers or other subject-matter experts and, as project manager, you
accumulate information about the larger project of which you are a part. You and the team
spend time planning, and you write the results of your planning in the Project Plan.

Figure 15-1: Percentage of total project time for Phase 1 planning activities1

Of course, straightforward revisions of existing projects may require a lower percentage
for planning activities, but that percentage should never be zero. If you have a Project Plan
for a previous release, you can update it with the new information and use that informa-
tion to estimate your schedule and resources. Even so, don’t discount the planning. Even
with a revision, you need to know how much time you need. If you have a small project,
something with a one or two week deadline, you should think about what you need to
accomplish and how the project fits into your overall workload, considering you may be
responsible for multiple projects. Even a one-week project will require at least a day for
information gathering and planning. Although you won’t need a lengthy Project Plan, you
will need to indicate how much of your workweek will be consumed by this project.

Why you shouldn’t confuse writing the plan with real planning
Because people trained as information developers often view their primary work as writ-
ing, they have a tendency to confuse planning with creating the Project Plan document.
You create the document itself primarily to communicate in writing with the project stake-
holders and your own team members. As you know, “writing it down” provides some
guarantee that the stakeholders have a common understanding of the project and its goals
from the beginning. If the plans are not written down and communicated, it’s very likely
that the various stakeholders will have different ideas about how to proceed.

Despite the importance of “writing it down,” actually doing the planning must come
first and have primary importance. In creating a Project Plan, you are trying to foretell
the future without the benefit of a crystal ball. You will often find yourself planning with-
out what you might view as adequate information about the product or service. No

Production
19%

Evaluation
1%

Planning
10%

Design
20%

Development
50%

Planning
Design
Development
Production
Evaluation

1 Note that the percentage for Phase 5: Evaluation is set at zero. The Evaluation activities take place after the project has been
completed and are not included in the total time estimated for the project.
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amount of planning guarantees that your project will be a success because unanticipated
events do happen. Although even good planning doesn’t provide guarantees, failure to
plan almost always leads to serious problems in reaching consensus about results, having
sufficient resources ready, and being able to deploy those resources in a timely manner.
As an example, recall what happened in 2005 during the hurricane season along the Gulf
Coast of the United States. Some plans existed but were incomplete, the plans that existed
were not followed, resources were unavailable, and even those that were available could
not be deployed in a timely manner. The result was chaos and death. 

Most likely, no one will die if you don’t plan effectively. But your own experience
should tell you that chaos happens more frequently than we’d like to admit. 

Planning makes you more knowledgeable about the project on which you are embark-
ing. Planning helps you to convince yourself that you’re not alone.

Why bother to plan?
Even though planning is never perfect, project managers learn quickly that they have
many sound reasons to plan:

✔ Plans help you anticipate the activities and events most likely to occur during the
project. These likely, expected activities and events enable you to produce a sound
schedule of milestones and other scheduled deadlines and start out with the
resources you need to handle both scope and schedule for the project.

✔ Plans help you anticipate unlikely events, which you learn more about in the dis-
cussion of the Dependency Calculator in Chapter 16: Planning your Information-
Development Project. Planning requires you to think about the range of events,
expected and unexpected, that have occurred on projects in the past. Planning
allows you to be prepared for the most likely deviations to the project plan. 

✔ Plans provide the basis for your resource calculations so that you are adequately
prepared for the coming workload. They also provide the basis for resource con-
tingency planning. For example, it’s been my experience that software develop-
ment projects often encounter technology barriers that slow development. If I am
planning a project in which the developers are pursuing new technologies, I will
prepare for that contingency in my plan by using checkpoints to reevaluate my
schedule and assigned resources. I may even have some resources in mind that I
could use if one of the more unlikely events happens to occur.

Of course, even the best laid plans can go astray when completely unexpected events
occur on your project. You cannot hope to control everything, especially when you must
interact with many other parts of your organization and diverse teams of individuals in
other departments. Remember, you don’t judge a plan by its predictability about the
future but whether or not it provides value to you and your team and stakeholders. If you
are engaged in extreme or agile projects, you learn quickly that predictability is not a hall-
mark of these methodologies. In fact, they acknowledge that some development problems
are so difficult that they are quite unpredictable. Yet, extreme or agile methodologies
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require planning, and they require re-planning at each mini-stage of the project. Agile pro-
ject managers don’t dismiss planning (or shouldn’t if they apply the methods correctly),
but they assume that planning takes place in a highly changeable environment.

Why you can’t shortchange planning
Are you already considering your short-turnaround project? Do you hear yourself thinking,
“I could have this project finished in the time it will take to plan.”

Don’t fall into the “I don’t need to plan” trap. You can waste much time writing the
wrong content or producing the wrong deliverable. For example, you may be asked by a
customer to create a software manual that describes all the screens and fields in the prod-
uct but never tells the users how to do their work using the software. If you stop a moment
to consider the request, you may be able to plan a much more useful and successful out-
come. A manual that tells people how to use the software in the context of their real work
will be much more helpful than page after page of screen descriptions.

Inadequate resources (not enough people to accomplish the project by the deadline) are
one of the most serious consequences of a lack of planning. Managers simply assume that
one individual is sufficient to develop one document, regardless of its length, complexity,
amount of change, or the schedule. The first time many project managers plan and esti-
mate the resources required for their project, they are amazed that they cannot accomplish
the project with the resources already assigned.

Don’t shortchange your users, your team, or yourself by neglecting the planning process.
Remember that planning is more important than the plan, but if creating the plan gets you
to stop and think, it’s worth every hour you devote to it.

Best Practices in Project Planning
As an information developer, your role is to produce information that helps others to be
successful. Their success may involve performing activities that support their use of a
product or their performance of a business process. As a project manager, your role is to
ensure that information development happens—on schedule, at the right cost, and with
the quality expected by your organization and the people who use your information.

At the outset, you should ask a number of key questions about your project. You want
to know when to start the planning process and who should be involved. You need
answers to your questions about scope and business goals. You need information about
the audience and other stakeholders in your results, both internal and external. 

This chapter identifies eight best practices associated with planning your information-
development project and knowing how it aligns with the larger project of which you are
a part:

✔ Understanding the project starting point 

✔ Characterizing the project environment

✔ Identifying project goals
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✔ Analyzing project scope

✔ Identifying project stakeholders

✔ Developing a project communication plan

✔ Understanding the project schedule

✔ Identifying the project risks

If you work in a large organization, the senior management of your information-
development organization may be able to provide you with much of the information you
need to respond to the planning practices. Your portfolio manager may have already
engaged in preliminary planning with members of product and marketing management.
You may even have a hand in the early estimates of project scope. However, if you are in a
small organization, you may find yourself responsible for understanding the early require-
ments of your project. You may even be responsible for ferreting out the very existence of
the project in the organization. 

The earlier in the production-development life cycle that you can begin to pose questions
and gather information, the more likely you will be able to develop a responsible and effec-
tive information product. Being involved early enough to support a reasonable planning
and design effort will further ensure project success. But even if you are unable to find out
enough about a possible project until late in the product-development life cycle, consider
that answers to the key questions about your project are essential to its success.

Best Practice—Understanding the project starting point
Depending on the relationship between information development and the rest of
the product-development process, you are likely to manage projects that begin at
several points in relationship to the larger projects that you support. Consider the

following possible starting points:

✔ The larger project has just started; you’re involved in the early stages.

✔ The overall project plan is already in place, and the early feasibility and planning
phases have been completed.

✔ The project is well under way; you have just barely enough time to meet the
deadlines.

✔ The project is nearly complete; you do not have enough time to produce all of the
proposed deliverables by the deadline.

All projects have a starting point, although sometimes that starting point is difficult to
fix in a chaotic organization. In your role as a project manager, you have to begin some-
where. In the best cases, you begin when other participants in the project begin. That best
beginning point is when the feasibility of a proposed project is being investigated. The fol-
lowing sections identify the pros and cons of starting your involvement at various points
in the life cycle of the larger project.
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Early feasibility stage
Why is project feasibility the best point to begin? At the early stages in which a project is
under consideration for management support and funding, you are able to research the
importance of information to the project’s success. You are able to understand the impor-
tance of the project to your organization. And, you are able to determine how challenging
your team will find the subject matter, the deadlines, and the work environment. You will
know if the risks are manageable or require a new way of working.

Early planning stage
In a reasonably well-organized product-development life cycle, you can begin to plan
your information-development project once the proposed product-development activities
have been judged feasible and the product is in the early design stages. At this point, the
overall project has been approved by marketing and product development. You may even
discover that basic use cases have been created, outlining how the proposed product or
product updates will support customer goals.

As an information project manager, you will need to gather all the information avail-
able about the customers, goals, objectives, and proposed features and functions of the
product. You may have time to conduct user site visits or some usability testing of the pre-
vious release of the information. Your own planning can take place in concert with the
product planning and design activities. Although changes are likely to occur later in the
life cycle, you can ensure that your own project is aligned with the delivery schedules for
the product. 

Of course, it’s always preferable to be involved when you have an opportunity to better
understand the customer and propose ways in which information can enhance the cus-
tomer’s performance. However, if you become involved in the planning stages of the
product, you still have an opportunity to influence the usability and learnability of the
product. You may be able to influence the design of the user interface so that processes
are straightforward and easy to explain. You may be able to ensure that the terminology is
consistent with industry and customer standards and is consistent throughout the prod-
uct interface and the information. You may even be able to ensure that the features and
functions being designed for the product correspond to valid customer use cases, rather
than to the whims of developers.

Late planning stage
In many less well-organized product-development groups, information development is
not notified of new product-development activities until the development activities are
well along. The features and functions have been defined, the user interface has been
developed, and terminology has been selected, all without a thought to the requirements
of information development.

Unfortunately, in this case, your role as information project manager is more circum-
scribed because many of your options have been taken away. You often can no longer
influence the usability and learnability of the product. You may have to work with termi-
nology that is inconsistent and fails to conform to the standards of the industry or to the
language preferred by the customers. 

21_777110 ch15.qxp  11/15/06  4:34 PM  Page 338



However, just because you are informed late in the product-development life cycle
does not mean that you can afford to ignore your own planning activities. Even with the
shortest of deadlines, your chances of creating usable and useful information and meeting
the project release schedule will be enhanced by planning. 

Too often, information developers who are called in late believe that they have no time
for planning. They simply want to start writing . . . something. Unfortunately, in most
cases, they discover that the “something” is not what the users really need to know. Great
time and effort is wasted explaining the obvious because writers find it easiest to learn
what is least difficult about using the product. The information to support use of the
product in the customer’s real world is neglected.

Impossible planning stage
Some projects are so late to involve information development that few options are avail-
able. Sometimes all that can be produced is the most rudimentary information, simply to
get some customers past the initial implementation of the product. In fact, in such cases,
you must insist that it is best to develop a small, interim set of information rather than cre-
ate a large, useless, untested set.

You will find it worthwhile, however, to spend time planning what to do. You may ask
yourself and your colleagues the following questions:

✔ Is the product likely to be offered only to early adopter customers first?

✔ Is it better to provide a modicum of information to support early adopter cus-
tomers and focus on less skilled customers after the initial release?

✔ Are initial customers more likely to be supported by support services? Is your first
audience actually the support professionals from your own organization? If so, can
you work with them to discover exactly what information is critical to their success?

✔ If new customers are involved, can you provide “getting started” tutorials and
procedures that will take them through the initial stages of using the product and
deliver more advanced information later?

You may discover that you can provide some small amount of critical information ini-
tially and deliver more well-organized and in-depth information later. To understand
more about your options, consult the discussion of the Technology Adoption Life Cycle in
Chapter 5: Understanding the Technology Adoption Life Cycle.

Best Practice—Characterizing the project environment 
The way you manage a project will depend upon the nature of your organization
and the methods used to manage the product-development life cycle. Most infor-
mation development is associated with projects rather than with ongoing business

functions. If your project is part of an organization that develops commercial products, you
are most likely to be involved in projects that have external customers to whom you may
have difficulty gaining access. If your project is part of an internal technology development
initiative, you are likely to be developing for internal customers to whom you may have
considerable access. 
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In either case, you must evaluate the characteristics of the larger project with which
you are associated. In some organizations, projects are managed formally, sometimes with
several layers of project management and business rules governing the progress of the
project. In other organizations, projects are loosely managed, depending on the manage-
ment styles of individual development groups or even individuals. 

In the past several years, some organizations have moved away from traditional product-
life-cycle management to embrace more rapid methods, referred to as agile, lean, or extreme
forms of product development. Table 15-1 catalogs the differences between traditional and
agile projects.

At the beginning of a new project or a project in a new organization, you will need to
consider the following questions about the type of project you are working with.

✔ Is the product being managed using a traditional (waterfall) project management
process? Is the product being managed using extreme, lean, or agile techniques?

✔ Is there little or no formal project management in place?

✔ Is the project large or small? Large projects may have many people involved,
across multiple locations with multiple layers of management. Small projects may
involve only a few individuals at one location.

Table 15-1: Traditional versus Agile Project Environments

Traditional Project Agile Project

Follows a plan Responds to change
Structured, well-defined process Continuous innovation
Products delivered at the end of the process Working products updated continuously
Comprehensive process documentation Minimal process documentation
Requirements defined exhaustively Requirements continuously adapted to changing customer 
Contract negotiations requirements
Long development schedule Customer collaboration
Reliable results Reduced development schedules

Unexpected results 

Note: The environment described in this table relies upon the arguments in Jim Highsmith’s Agile Project Management
(Addison-Wesley 2004).

Process maturity levels
In this discussion of the preliminary product information you need for your Project Plan,
I have assumed that you are working with at least a Level 3: Managing and Repeatable
product-marketing and -development organization (see Chapter 2: The Information
Process Maturity Model for a description of the Information Process Maturity Model). At
Level 3 and above, the larger organization skillfully articulates its vision for the product,
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understands the customer’s needs, and has developed at least an initial description of the
product architecture.

However, if you find yourself working with a Level 1 or 2 organization, you may find
that you will have to develop your understanding based on incomplete, vague, or even
nonexistent information. The project vision, including goals and scope definition, may
never have been articulated. It could be that nothing has been written down about the
project, or what is written may be focused on technology rather than customers. I recall
a product description for a hospital information system that focused primarily on the
need for a larger mainframe computer rather than on the system to be developed or the
customers to be served.

In this case, find out whatever you can during your information gathering and state
your assumptions about the project. Your statement may be the only one that is ever writ-
ten. Even if it turns out to be incomplete or wrong, at least it provides you with a starting
point for the development of your own vision for your part of the project.

Common project characteristics
Despite differences in the way projects are managed in an organization, they all have cer-
tain characteristics in common:

✔ Projects have a beginning and an end.

✔ Projects have goals to achieve and deadlines to meet throughout their life cycle.

✔ Projects must be managed if they are to achieve their goals and meet their deadlines.

✔ Project management takes real time and cannot be regarded as an add-on to
other work.

✔ Projects change frequently during their life cycles and project managers must
accommodate the changes in their plans, schedules, and resourcing.

✔ Some projects will fail and some succeed. Often the failures are doomed from
the start.

By understanding the core responsibilities that you undertake as a project manager,
you will be able to adjust to any number of innovative approaches to product develop-
ment without panicking. 

Critical project differences 
Most information development occurs in the context of traditional projects. A traditional
project moves through a series of established phases from feasibility and planning through
design, development, testing, and implementation. The project has a series of key mile-
stones or decision points, often referred to as gates, that must be cleared before the project
can move on to the next phase. At each gate, project managers and developers typically
produce documents showing the progress made and the issues remaining on the way to
the goal of a completed project. If the managers who must approve the phase gates find
that the project has encountered problems, they will either ask that the phase be redone or
they might cancel or postpone the project.

Chapter 15: Starting Your Project 341

21_777110 ch15.qxp  11/15/06  4:34 PM  Page 341



342 Part 3: Project Management

Traditional projects call for a traditional approach to information development. As a
manager of the information project, you will often be asked to provide your own status
reports at the end of each phase in addition to developing documents that outline your
plans for the information-development project. 

Throughout Part 3 of the book, I reference the relationship between the larger project
and the information-development project in terms of project phases. Being part of the
phases of a traditional project-development process often means that the needs of infor-
mation development are more likely to be taken into account. The reporting required of
traditional project management means that you will know when project changes are
under consideration before they occur rather than long afterward.

Traditionally managed projects are often quite successful in reaching their goals and in
meeting their deadlines. However, they often suffer from high cost, delayed schedules,
and final products that are no longer useful to the customers. The new forms of project
management that evolved in the 1990s attempted to address the problems that seemed
inherent in the traditional approaches.

In each case, the traditional phases are abandoned in an attempt to reduce costs, shorten
schedules, and produce outcomes more responsive to the changing needs of the customers.
Typical of these new methods are innovative and short development cycles in which all of
the planning, design, development, testing, and deployment occur within each project
cycle iteration. Project teams, often virtual teams with members working across the globe,
at home, and in the office, work quickly to develop an idea in response to customer
requirements and immediately review their new but limited design with customers. In
response to customer feedback, they start the entire process over again. During each cycle,
they supposedly come closer to the customers’ goals for the project. 

Agile project-development methods present challenges for information developers and
those managing the information-development projects. The product-development teams
may create plans and make decisions about the features and functions of the product with-
out writing anything down. Unless the information developers are part of the development
teams, they find it very difficult to discover what is being designed and developed. 

It is most important for information project managers to recognize that traditional pro-
ject management methods must be adapted to agile projects. It may be impossible, for
example, to produce traditional documentation at all. In fact, traditional documentation
that explains to users how to perform a series of tasks using a product may not even be
appropriate, as discussed in Part 2 on portfolio management. 

If you find yourself managing in the midst of an extreme, agile, or lean product-
development project, consider these possibilities:

✔ Spend a greater percentage of your project time on planning, especially if you
believe that new approaches to information products may be necessary.
Neglecting to plan is clearly the wrong approach. You cannot afford to waste time
going in an unproductive direction.

✔ Severely limit the scope of the information products so that your team can also
produce basic customer information in short time frames. Because the product is
likely to be only partially developed, consider the least information that customers
will require to provide feedback. 
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Through planning, be prepared when the time comes for a product release. You will
probably have to produce “final” information products quickly. If you have developed a
framework or model of your deliverables, you will be able to plug in the required content
more successfully than if you try to begin writing too soon. Early writing of supposed
final content will be frustrating since the content is likely to change many times.

As a project manager, you may encourage your team members to use this new product-
development environment to introduce innovations. Minimalist documentation that
focuses only on essential information may be most appropriate. Quick reference tools for
primary tasks, conceptual insights into the product architecture for early adopters, graphi-
cal overviews, and a focus on complex rather than simple tasks may provide customers
what they need most rather than lots of text. 

The problem with managing traditionally
Traditional project management is a product of the construction industry. If you’re build-
ing a skyscraper, a bridge, a battleship, or a missile, your primary objective as a project
manager is to keep the project under control. You must begin with precise plans and
develop a schedule that coordinates the various activities so that they occur in exactly the
correct sequence. You must know the tasks to be performed in great detail so that you can
track any changes in schedule due to unexpected delays or greater difficulties than
expected in performing scheduled work. 

If you have a fully specified project in which the plan is clearly defined, traditional pro-
ject management techniques will be productive. However, most product-development
projects are not fully specified, even under the best of circumstances. In most cases, the
goals are not well understood, often because the customer does not know exactly what is
needed to meet his or her needs. 

Competitors, shifts in the market, financing, and other slippery forces require major
changes in project objectives along the way. The need to beat the competition and enter
the market at the right time places constraints on product development that don’t often
exist in traditional construction projects.

Because many information-development projects exist in a competitive and changeable
environment, information-development project managers must learn to be spry. That
means making flexible plans and having a talented staff that can respond to change and
create innovative information products under the most difficult circumstances.

The deadline dilemma
Information developers will often boast about their ability to meet their deadlines at all
costs. They are willing to put in extra hours to ensure that all the i’s are dotted and the t’s
crossed. Thus, they feel threatened by projects with shortened schedules and projects in
which change is celebrated rather than castigated.

As a result, information developers often succumb to the pressure of rapid develop-
ment projects by cutting corners rather than innovating. They produce the same weighty
tomes, only in less time. As a result, they eliminate planning, testing, and quality assur-
ance, devoting their time exclusively to writing more words. The resulting information
products frequently fail to meet the needs of users and contain information that is out of
date and incorrect. Deadlines are met but the information is useless.
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The approach you must take as an agile project manager is entirely different. Here are
some ideas to consider:

✔ You must take a leadership role in the project itself. You must be thoroughly
involved in the work of a collaborative team of information developers. Your job
is not to make the decisions about the content but to provide your team with the
time and tools.

✔ Your team must focus on innovation. The same old approaches to information
development simply will not work. Your role is not to design the innovation but to
encourage its design among the team.

✔ Your team must be aggressively responsive to the customer. The internal cus-
tomer is likely to be the product-development leader who is pushing for innova-
tion in his or her own team. The external customer, who should be participating in
the rapid development effort, must also become involved in identifying the most
effective information products.

✔ You must remain focused on the overall business objectives. In traditional pro-
jects, it has seemed easy enough to meet the deadlines by compromising quality.
As a consequence of a reduction in quality, teams often have little if any tradi-
tional quality assurance built into their processes except by individual information
developers reviewing their own work. Documentation is rarely tested against the
product or the customer and even basic copyediting for consistency, clarity, and
readability is neglected. As a result, the costs of supporting the product soar after
it is released. 

As project manager, you are obligated to ensure that value is provided to the customer
rather than simply to ensure that something gets out the door.

As a project manager in an agile project, you don’t need to know how to address all the
technical issues that your team members must understand. Your role is to understand the
business context of the project and balance that context against the deliverables. 

Best Practice—Identifying project goals
At the beginning of the project, you must understand thoroughly the business and
technical goals of the larger project in which you are taking part. In Part 2, you
learned about the Technology Adoption Life Cycle. At different stages of a prod-

uct’s life, you will identify different customer and product goals. A development effort
that seeks to develop a completely new product in response to market and competitive
pressures will have different goals than one that is designed to meet the continually
emerging requirements of a mature market.

In discussions with senior and peer managers, consider the following questions about
the goals of the larger project:

✔ Is the project entirely new, something that your organization has never produced
or questions it has never addressed?
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✔ Is an existing product or service to be completely redesigned and brought up to
current standards?

✔ Is the project an update of an existing product or process, focused on adding new
features and functions or addressing existing process problems? Are the updates
designed to keep pace with the competition or are they exploring new ideas for
the product or service?

✔ Is the project focused on fixing problems and otherwise maintaining an existing
product or service?

✔ Is your project designed to improve the quality of the information delivered to
customers, with or without other changes to the product or services?

In addition to core questions about the nature of the project in relationship to other
projects, you also want to ask about the business goals:

✔ Is the project a speculative attempt to enter a new market or serve a new audience
and, therefore, likely to undergo many design changes?

✔ Is the project well defined by stakeholders with clear ideas about the required fea-
tures and functions?

✔ Is the project intended to drive the company into a new market with new kinds of
customers? 

✔ Is the project serving the needs of existing customers who are themselves heavily
involved in driving the changes?

These questions are not intended to exhaust the subject but to indicate how you might
approach discussions with your internal stakeholders.

By understanding the business goals of the project, you will be prepared to help your
team formulate the goals for the information-development project and present them to
your decision makers.

Best Practice—Analyzing project scope
Be aware that your definition of project scope at this stage is likely to be high level
and more vague than you might like. You may find that different parts of your
company have not yet reached agreement about the product vision. Different

stakeholders may have very different points of view about the project, often colored by
their own internal interests in technology or political positioning. You may find, for exam-
ple, that product developers view the project, not in terms of producing something that
customers will value, but in terms of the technology they will have an opportunity to
develop. They may be more interested in learning a sleek new skill set than in under-
standing the customers’ requirements.

If you’re in doubt about handling the political morass yourself, consider discussing the
project with key decision makers. Use your own network of mavens and influencers to
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evaluate the information you gather. Malcolm Gladwell defines mavens and influences in
The Tipping Point (Little, Brown 2002). You may also need an astrologer, a psychic, and a
crystal ball. Recognize that projects for which the scope is difficult to identify are likely to
be high risk projects that will require contingency planning on your part. If the managers
of the larger project have engaged in their own contingency planning, find out as much as
you are able about their defined risks and plans. If you believe that the larger project is
quite risky and no plans have been made to account for the risks, you will need to apply
an even higher risk assessment to your project.

Best Practice—Identifying project stakeholders
Every project has a complex set of stakeholders both internal to your company
and external as customers. At the beginning of your project, you need information
about the stakeholders and the degree to which they will weigh in on your

decision-making process. 
Here are the steps in a stakeholder analysis:

1 List all the potential stakeholders who you believe will have some influence on the
success of your project. Stakeholders may be in your department, in other parts of
your company, and outside customers and customer representatives. 

2 Briefly describe each stakeholder. If you find you don’t know a stakeholder well
enough to describe him or her, enlist others in your organization to help.

3 For each group of stakeholders you identify, consider the following questions:

• How important is this stakeholder’s agreement to project decision making? 

• How knowledgeable is this stakeholder at this time about the information-
development process?

• Is this stakeholder already in agreement with the goals of your project? Or must
the stakeholder be persuaded about the viability of the goals?

• What affect will this stakeholder have on the success of the project?

4 Using the stakeholder analysis table in Figure 15-2, evaluate each stakeholder
on your list. Using the scales indicated on the table, rank each stakeholder’s posi-
tion. A 1 indicates a low level of knowledge, support, or agreement. A 5 indicates
a high level.

5 Add up the rankings so that you have a total for each stakeholder.

Stakeholders with high numbers are likely to be very important to the success of your
project and require regular communication. Those with low numbers are less important
but still need to know what is happening on the project.
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Figure 15-2: Stakeholder analysis table

Internal stakeholders
Internal stakeholders may include

✔ your department manager

✔ peer project managers

✔ writers, editors, graphic artists, production and localization coordinators, and
other members of your own team

✔ subject-matter experts in product development, training, customer support, and
others who may provide source information, review your project plans, or review
your team’s draft information

✔ senior management responsible for financial, legal, marketing, sales, and other
decisions that may impact the success of your project

External stakeholders
External stakeholders may include

✔ users of the information your team develops

✔ buyers of your company’s products and services

✔ senior management among your company’s clients

✔ dealers, distributors, and others who purchase and resell your products

Stakeholder
Level of
Interest
(1-5)

How
interested

is this person
in your
project?

Positive or
Negative

(1-5)

Is this
person
positive

about your
project?

Support
(1-5)

How much
support is
this person

likely to
give to your

project?

Total
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These lists are not intended to be complete but to give you an idea of whom you might
include in your stakeholder analysis.

If you are not personally familiar with each of the stakeholders, consult others in your
own organization, especially your department manager and other project managers. If
some stakeholders are new to the organization, consider discussing your project plans
with them individually, especially if they have a significant effect on project success. 

If you have important stakeholders who are uninformed about your project and you
believe that they may be difficult to communicate with, look for a project champion who
can help you analyze the communication problems and perhaps intervene on your behalf.

Analyzing the internal politics means charting the relationships you have with each
internal stakeholder and the relationships they have with one another. By carefully plan-
ning your communication to internal stakeholders, you are likely to be more successful
in promoting your project plans and winning agreement. Joel DeLuca, in Political Savvy
(Evergreen Business Group 1999), provides an excellent method for analyzing the stake-
holders involved in a decision-making process. 

Analyzing the external stakeholders will almost always require communication with
people outside your own organization. You may need to collaborate with sales or market-
ing to understand clients, both from a buyer and a user perspective. 

Best Practice—Developing a communication plan
After you have analyzed the potential stakeholders, develop a plan to communi-
cate with them about your project. A communication plan should include a list of
the activities you will use to communicate. For example, some stakeholders will

be part of your team and require regularly scheduled meetings to review project status.
Other stakeholders may need regularly scheduled progress reports that point to progress,
plans, and problems. Some stakeholders will need presentations about your project at key
milestones such as the initial project plan, the information design phase, and at regular
intervals during development and production. 

Communicating with key customers will depend upon the relationships you build. If
you are working closely with a group of customer partners, they will want to know about
your project and design plans and the progress of the development activities. If your team
is changing the design of the information or how it is delivered, you may need to ensure
that customers are informed about the change. In some instances, customers may require
that they approve new designs or plans to change how they receive product or services
information.

Stakeholder analysis and a well-formed communication plan are particularly signifi-
cant if you are managing a project that is new or represents a significant departure from
previous practices. Your analysis and your communication plan will be simpler if your
project is more typical of the normal “new release” of an existing information set. 

In both cases, however, knowing who has a stake and planning how you will commu-
nicate with them will help to ensure your ability to meet your project goals. The better
your analysis and planning, the less likely you will have last minute surprises.
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Best Practice—Understanding the project schedule
Depending upon the manner in which product development is managed in your
organization, your questions regarding schedules are apt to produce very differ-
ent responses. In organizations that follow traditional project management

processes, schedules are often developed in early phases of the project. Once a project is
formally announced, deadlines for final and interim deliverables are set and communi-
cated to all team members.

In organizations that follow agile project management methods or any other of the
rapid development initiatives, final deliverable schedules may be established to account
for customer and market pressures but interim schedules may be only vaguely defined
or not defined at all.

Iterative development processes often require that some outcome be announced on a
regular but short schedule, such as every 30 or 60 days. 

Even with formal project schedules in place for the larger project, the interim schedule
dates may be quite flexible, especially if the development project encounters problems.
As a project manager responsible for information development, you are expected to react
as schedules are changed. I discuss the process of changing schedules in Chapter 17:
Implementing a Topic Architecture Track and provide a method for calculating the effect
of change on the information-development project.

At the beginning of the project, your role is to find out as much as you can about the
proposed schedule. Consider the following questions:

✔ Is a final release date associated with some external event like an annual meeting,
a user group meeting, the end of the fiscal year, or the end of a quarter? 

✔ Is the final due date of the project associated with external requirements, such as a
change in legislation, regulation, or contractual obligation?

✔ Are the interim milestone dates calculated in relationship to a set of standard
project phases? For example, is the end of the first phase calculated at 25% of the
total calendar time? Or, are interim dates associated with other events in the cor-
porate calendar?

✔ Does your product-development organization use a methodology to calculate the
amount of time (in person hours) required to complete the project? For example,
has a project manager used function points to be delivered to estimate a software-
development project? Does a hardware-development effort use previous project
data to develop a new estimate of work?

✔ Is the schedule heavily influenced by political pressure from people outside the
development organization? Do you hear through the grapevine that the project
schedule is ridiculously short because of outrageous demands from senior
executives?
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Depending upon the answers that you can extract from project stakeholders, you will
be able to establish a schedule and milestones in your own project plan. Details of that
plan are discussed in Chapter 16: Planning Your Information-Development Project.

Best Practice—Identifying the project risks
It should be apparent from the types of questions you need to ask about the project
schedule that you will also need to evaluate the risks associated with the project
you are about to manage. You can often tell very early, sometimes simply by the

history of projects in your organization, that you will be managing a more or less risky
project.

Just how should you define the riskiness of a particular project? Once again, you have
questions to ask of the stakeholders:

✔ Are those managing the larger project known for maintaining schedules or break-
ing the schedule regularly?

✔ Does the project involve a new technology? Does it require a major change in the
way your organization does its work?

✔ Is the project adequately staffed to meet the schedule? Has someone estimated the
level of effort and the scope of the larger project in sufficient detail to have a solid
sense of the schedule?

✔ Are there many new people involved in the project? Is the project being conducted
by a new development group? Is the development being done in a new offshore
location with no previous experience working for your organization?

✔ Are the project team members all in the same location or widely dispersed geo-
graphically? Are team members working in different time zones?

✔ Is information development considered a regular part of the project and included
among the larger project’s deliverables and schedule?

✔ Are you dealing with information coming from multiple outside sources, includ-
ing other companies with or without their own information developers?

Chapter 16: Planning Your Information-Development Project explains how to use the
Dependency Calculator to take project risks into account. However, at this early stage of
the project, you need to accumulate information about possible risks. Once again, make
use of your stakeholders, especially those who are experienced in the management of pro-
jects in your organization. They can provide insights into the potential pitfalls associated
with a particular development project that may affect the success of your project.

Projects that are at risk generate a predictable set of problems:

✔ Deadlines are often exceeded because the direction of the project has changed or
problems are encountered in developing the product or service that were not orig-
inally taken into account. 
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✔ People involved in developing the product or service are so pressed to meet
unreasonable deadlines that they are unavailable to provide source material or be
interviewed by information developers.

✔ Project management is so vaguely defined that developers write nothing down or
update what they originally wrote about the project design. 

✔ Project planning is so casual that decisions are made and never communicated to
all the stakeholders, including you.

✔ Goals and objectives are so poorly defined that the project continues to change
direction, requiring everyone involved to scrap work and start over.

If you fail to do your analysis of risk and understand what you’re likely to encounter
during the course of the project, you won’t be ready to make quick adjustments or even
pursue new directions. 

You may decide that a project needs more time to develop before you can assign
resources. A poorly defined project may need only one information developer assigned
part-time to attend development meetings and keep track of progress. Once you get a
report that the project is beginning to move ahead, you can assign more significant
resources. You may want to begin with a significantly smaller team than you believe you
will eventually need so that you don’t leave people with too little to do. Then, you can
prepare to move more people onto the project once the workload increases. Very often,
information developers work on multiple projects at the same time with a clear under-
standing of priorities and deadlines. However, as a project manager, you need to keep
tabs on those assigned to multiple projects, especially new team members. People inexpe-
rienced at juggling schedules may end up with one or more projects that are in serious
trouble.

In some cases, you may have a “SWAT” team in reserve, including one or more senior
developers who are adept at moving into a project quickly and efficiently. However, I
would not rely upon a swat team to replace sound strategy and good estimates.

Summary
As you begin a new assignment as project manager, you must carefully assess the larger
project of which you are a part. Consider the following:

✔ At what stage of the larger project have you been asked to become involved?
Early, middle, or late?

✔ What methods are being used to conduct and manage the larger project?

✔ What are the overall goals of the larger project and how do these goals relate to
those you will establish for the information-development project?
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✔ Do you have a sufficient understanding of the larger project scope to estimate the
resources needed for the information-development project?

✔ Who are the internal and external stakeholders who will have some relationship to
how your project is conducted and how should you best communicate with them?
Have you accounted for the political nature of the project in your stakeholder
analysis?

✔ What is the schedule for deliverables in the larger project and how carefully has
this schedule been calculated? 

✔ Have those managing the larger project taken the scope and risks into account in
calculating the schedule?

✔ How risky is the larger project likely to be? 

With answers to these questions in hand or at least a basic set of assumptions, you are
ready to develop the Information Development Project Plan.
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“We have lots of ideas about this project.
Let’s get them into our project plan.”
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Planning Your
Information
Development
Project

Planning is bringing the future into the present so that you can
do something about it now. 

—Alan Leiken

You may not have all of the information about your project that
you would like to as you begin your Information Development
Project Plan, but if you have answers to most of the questions
outlined in Chapter 15: Starting Your Project, you should be
ready to put your plan in writing. Writing the Project Plan is
essential to good planning. It is not enough to have ideas about
your project in your head. No one can see them there. If the
plans are not expressed clearly and communicated effectively to
team members and other stakeholders, you can predict with
great accuracy that each individual will have a different idea
about the project.

An effective Project Plan is primarily a communication tool,
although you may find that committing your thoughts to paper
clarifies your thinking. You use the plan to communicate the
vision, goals, scope, and cost of your project to your team mem-
bers, members of the team developing the product or service,
those involved in marketing and product design, the users of
the information, and others whose agreement you need. The
Project Plan is an important step toward reaching consensus,
making decisions, and obtaining the funding you need.
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When you produce a plan for your project, you are relying on your predictions about
the future. Niels Bohr, Nobel Prize-winning physicist, summed up the difficulty when he
remarked: “Prediction is difficult, especially if it’s about the future.” Your plan is only as
good as your analysis has been. Consequently, the more difficult and risky your project,
the more likely that your plan will be incomplete and inaccurate. In fact, the plan you
develop at the beginning of the project is least likely to be accurate because it is based on
the least information. As the project progresses and you gain information about it, you
will be able to revise your plan and increase its predictability.

Managers, especially inexperienced ones, frequently voice their frustration in develop-
ing their project plans. They just want to begin “doing,” whether that’s writing or design-
ing, rather than spend precious time planning. 

Despite arguments to the contrary, experienced managers who develop detailed project
plans report that the effort pays for itself. Project planning, when done in the context of
user requirements, decreases information development time and affects the distribution of
activities during the information-development life cycle.

Begin your Information Project Plan by reviewing the template shown below. The tem-
plate outlines the table of contents for the plan and provides brief reminders noting the
required information for each section. Next, use the information in the best practices sec-
tions of this chapter to complete each section of the template. This chapter shows brief
examples of section content from the semi-fictional MarketTarget project.

Remember that the outline is a guide for your planning. You should customize the out-
line to meet the needs of your own organization and the type of project you are managing.

✔ Updated releases of legacy products call for short and simple plans that allude to
earlier decisions about information-development vision, goals, audience, and
usability.

✔ Redesigns of legacy products require plans that describe the new project goals
and explain how the information will change as a result.

✔ Redesigns of legacy information need detailed plans focusing on audience and
usability that justify the costs of redesigning the information to make it more
accessible, easier to understand, or more relevant to the audience’s goals.

✔ New projects require detailed plans explaining the vision and goals, the audience
and usability requirements, and how they can best be met during the project.

Note that the outline for the Project Plan focuses on business, customer, and stake-
holder issues rather than on scheduling the work. You will get to scheduling in Chapter
17: Keeping Your Project On Track, but only after the Project Plan is developed and
approved. The Project Plan presented in this chapter reflects the values of innovative, cus-
tomer-driven projects that drive agile development. If your projects are focused on the
continual updating of legacy information, and you find yourself adding more content but
not increasing value, you can construct a short form of the plan. 

If you want to pursue innovation and direct projects that are quick moving and excit-
ing, consider putting most of your planning effort into the design of the project. Then fol-
low by calculating dependencies and providing time and cost estimates that demonstrate
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how you can increase efficiency and decrease project costs at the same time that you
deliver better content.

The following section provides a template for an Information-Development Project
Plan. The bracketed text provides instructions for completing each section of the template.
Examples from the MarketTarget project are used to illustrate each portion of the plan.
You can also find this template on the book’s website. 

Information-Development 
Project Plan Template
[Enclosed in brackets you will find instructions for completing the plan. Replace or delete
all of the instructions and add your own content to the template.]

[Name of your project] Project Plan
[Project code name or other identifier]

Revision history
[Provide an account of the revisions you have made to this project plan.]

Date Version Author Explanation of Change 

[Version number] [Author names] [Explanation of the change]

[Use version numbers until you have final approval. Afterward use point changes for
minor updates. If you prepare a major update, as you might if you have a complete
change in the project scope, create a version 2.0. Include a brief explanation of the change.]

Contact information
[Provide all the contact information for the information project manager.]

Prepared by
Organization
Location
Email address Phone number

Approved by

Name Position Date

[Names of the project approvers] [Their positions] [The date signed]

[Include sufficient lines for all the required approvals. Under each line, add the
approver’s name, position, and the date signed.]
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358 Part 3: Project Management

Project Overview
[In this section of your project plan, provide all the background information needed to
identify the goals of the larger project, the audience for the product and for your informa-
tion, and the project usability requirements.]

Description of the larger project
[Briefly describe the larger project of which information development is a part.]

Project vision and goals
[Briefly describe your understanding of the larger project’s vision and the goals that your
organization has set for this project.]

Project scope
[You have a number of options in describing the scope of the larger project. You may want
to list the features and functions that will be included in the product-development effort.
You may include descriptions of project hardware to be designed and built and software
to accompany the hardware. You may describe a project in which information is the most
important outcome, such as a project to develop policies and procedures. Provide suffi-
cient information to identify the project scope characteristics that you will need to guide
your estimate of the scope of the information-development project.]

Project schedule
[Provide an overview of the larger project’s schedule, emphasizing key schedule dates
that you must take into account. Include information about milestones that you must
meet, deadline dates associated with these milestones, and information about the relation-
ship of a particular milestone to the general availability of the product or service.]

Milestone Actual or Relative Date

[List the external project milestones that drive your [List an actual date or a date relative to the general 
information development schedule, such as feasibility availability date for the product release. Provide 
approval, approval to develop, functional requirements information about how the date was determined 
freeze, functional testing, systems testing, beta release, and who is responsible for setting the date. ]
final release, and so on.]

Project budget
[Provide information about the overall project budget if it is available, especially if
your information-development budget is established as a percentage of the whole project
budget.]

Description of the customer for the product and the information
[Provide as detailed a description as you can for the customer for the product and the
audiences for the information. If you have several audiences, include each of them in this
section, with accompanying descriptions. Be certain to include in your description your
team’s assessment of the potential information needs of each audience group. If you have 
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outside sources for your information, such as customer site visits, usability studies, mar-
ket analyses, or feedback from training and customer support, include that information
here.]

Usability requirements
[State the usability requirements of the larger project and the information. This section is
especially important as an extension of the customer and audience descriptions in the pre-
vious section. You may want to emphasize ease of access to information by an experienced
user or the step-by-step coverage for a more inexperienced user. Use the information you
have gleaned from any customer studies to inform your assessment of the audience’s
usability needs.]

Information Development
[In this section, you move from the larger project to the information-development project
that you are managing. The purpose of this section is to facilitate the stakeholders’ under-
standing of the information requirements and the scope of your development efforts.]

Information-development project vision
[Briefly describe the information set you intend to develop for this project. If you are
updating existing information, note that here. If you are developing information products
for an entirely new project, describe what you hope to achieve in the design. If you intend
to make significant changes to an existing suite of information products, describe why the
changes are being made.]

Project schedule
[Provide an overview of your proposed schedule for the information development activi-
ties. Once again, describe each milestone and explain the reason for the actual or relative
date. Relative dates describe the dependencies of your schedule on external events that
guide the larger project. In this section, note any schedule dependencies for your project.]

Milestone Actual or Relative Date

[List each milestone that you propose for the information [Either provide an actual date for the milestone to be 
development project. Define what will be needed to completed or state the time relative to an appropriate 
complete the milestone. Don’t include in this list your external milestone from your previous list. You 
internal milestones such as developmental editing, quality may need to explain the date and any special 
assurance, or copyediting. Those will be included in the requirements.]
detailed project schedule.]

Project budget
[Provide information about your project budget. You may have a total budget amount
that you must stay within, or your budget may be calculated as a percentage of the larger
project budget. Your budget may be based entirely upon headcount assigned to the project,
or it may include additional funding for translation and localization and the production of
final deliverables and their distribution.]
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360 Part 3: Project Management

Information-development project scope
[Briefly describe your project’s scope, outlining the major deliverables. Then, construct
your detailed table of deliverables, similar to the table given here as an example.]

Information-Development Project Scope

Deliverable Part# Delivery Languages %Changed Page/Topic 
title method Count

[Title of the [Part number] [Method of [Languages into [The percent of change [The estimate
document or delivery, including which the you anticipate in the page or topic 
other final print, PDF, HTML, document will deliverable from the count for the 
deliverable] Help, or other] be translated] last release.  For new deliverable.]

deliverables, the 
percent change is zero.]

Roles and responsibilities of the project team
[Include in this section a list of all the members of your information-development team
and a list of all others associated with the project throughout your larger organization.
Describe the roles and responsibilities of each team member on the project.]

Information-Development Project Team

Role Name Location Responsibility

[The role of a member [Name] [Location [Describe the responsibilities of this team 
of your project team] Email member on your project team.]

Phone]

Larger Project Team

Role Name Location signoff/Responsibility

[The role of a member of [Name] [Location [Describe the responsibilities of this team 
the larger project team] Email member to your project team.

Phone] If the team member has signoff responsibility,
note that here.]

Project dependencies and risks
[In this section, analyze your project dependencies and the risks you associate with the proj-
ect. Note the critical items that you need to ensure that you can successfully deliver the
information required by customers on schedule and with the quality you have determined.] 
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Project assumptions
[State the assumptions you have used to estimate the resources required to meet the pro-
ject scope and schedule. If you must have access to the product by a certain date for the
information to be ready on time, state that assumption here. If you are expecting certain
freeze dates or timely reviews, note those assumptions as well.]

Risk analysis
[State the risks that you and other members of the larger project have associated with this
project. Complete the following risk analysis table for the project, explaining both your
prevention and contingency plans.]

Risk Probability Potential Prevention Contingency 
Description Impact Plan Plan

[Describe the [Indicate if it is high, [Indicate if it is high, [Explain what you will [Explain the actions 
risk.] medium, or low.] medium, or low.] do to prevent the you will take if the 

problem from occurring.] problem  occurs.]

Dependencies calculation
[Show your dependencies calculation in this section. See Figure 16-1.]

Figure 16-1: Dependencies calculator

Dependency

Product Stability 1 2 3 4 5 x 1.00

Information Availability 1 2 3 4 5 x 1.00

Prototype Availability 1 2 3 4 5 x 1.00

Subject Matter Experts 1 2 3 4 5 x 1.00

Review 1 2 3 4 5 x 1.00

Writing Experience 1 2 3 4 5 x 1.00

Technical Experience 1 2 3 4 5 x 1.00

Audience Awareness 1 2 3 4 5 x 1.00

Team Experience 1 2 3 4 5 x 1.00

Tools Experience 1 2 3 4 5 x 1.00

Ranking

Hours/Page Projection:  5.00

Average Hours/Page      5.0

Factor
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362 Part 3: Project Management

Project total hours and costs
[Provide your final calculations of the size, scope, and cost of each project deliverable
and of your project as a whole. Break these totals down by the items in your deliverables
table.] 

Deliverable Page/Topic 
Title Count % Change Total Hours Total cost

[Name the [Indicate your count [Indicate the percent [State the total hours [State the total cost you 
deliverable.] of pages, topics, or change expected in you have calculated have calculated for this 

other metric.] the deliverable.] to produce this deliverable.]
deliverable.]

Project resource requirements
[You have already listed the participants in your project in the roles and responsibilities
section of the Project Plan. Include here any other resources you require for the project.
If you need access to a lab or access to the product or other materials, note that informa-
tion here.]

Best Practices in Developing
Your Project Plan
Now that you have reviewed the template, you will find five best practices associated
with the development of a sound Information-Development Project Plan:

✔ Envisioning the information-development project

✔ Defining the information-development project scope

✔ Defining the roles and responsibilities of the team

✔ Calculating project dependencies and risks

✔ Estimating the project resource requirements

Best Practice—Envisioning the information-development project 
As you begin your Project Plan, you must ensure that you have a clear under-
standing of the larger project of which you may be a part and that you have a
well-articulated vision of the role of your own project in meeting the needs of your

organization and your customers. Your vision for your project must be focused on provid-
ing value for your customers, both inside your organization and among those who use
your product or service to gain their own value. 
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Your responsibility in articulating a vision for information development begins with an
understanding of the vision of the larger project. That project may be intended as a simple
upgrade of an existing product, or it may encompass a new and innovative approach to
providing customers with valuable tools and services. You are responsible for gathering
the information you need to understand fully the project vision and then use that infor-
mation to inform your vision for information design and development. 

Describe the larger project
Your first responsibility in formulating your information project plan is to understand and
articulate to your team members the goals and objectives of the larger project. Without a
clear picture of how the larger project is being defined and developed, your team will be
unable to ensure that their own work on the information-development project is aligned
with larger goals.

In the opening section of your Project Plan, briefly but clearly describe the larger project
of which your work is a part. The larger project may include the development of hardware
and software, policies and procedures, an organizational website for internal or external
use, the description of a service, or any of the myriad projects with which technical com-
municators might become involved. 

State the larger project’s vision
Be certain that your project description is brief but contains sufficient detail so that you can
use the description to confirm your understanding of the project. You may need to describe
the vision and focus of an entirely new development effort. You may be working with an
existing product or service that will be enhanced with new features. You may be involved
with a project to articulate a new policy for your organization or to develop a procedure to
enforce that policy. The more clearly you understand the goals and objectives of the larger
project, the better you will be at developing a sound plan for the information-development
project you manage.

Ask the following questions to better understand the vision for the project:

✔ Is the project the development of an entirely new product or service for your orga-
nization? How is the market for this product being discussed or described? 

✔ Is the project a regular update of an existing product or service that maintains the
initial design and adds additional features and functions?

✔ Is the project a redesign of an existing product or service that includes a significant
change in the architecture, the interface, or other aspect of the product?

✔ Are their significant external constraints governing the project? For example, is the
project being designed to meet the requirements of a particular customer? Is the
project required because of legislative, legal, scientific, or other external influences? 

✔ Does the project primarily involve a redesign of the information and is not associ-
ated with the release of a new product or service?

✔ What are the key benefits that will be provided to the customers? 

✔ Will the project provide your organization with a competitive advantage?
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364 Part 3: Project Management

State the larger project’s goals
State as accurately as you are able the goals of the larger project if you have not already
included the goals in your project description. In the project description, you should have
learned whether the product, service, or even information being developed is entirely
new, a significant redesign of an existing product, or a new version of an existing product.
In the project goals, describe your understanding of the manner in which the project fits
into the overall goals of your organization. 

For example, you may want to consider the following questions to better understand
the project goals:

✔ Is this project being undertaken in response to customer requirements or pressure
from competitive products?

✔ Is the product out of date, providing an opportunity for a redesign?

✔ Is the company entering a new market with this product? 

✔ If the product is for internal customers, what business problem is it being
designed to solve?

✔ Must the product be redesigned because of customer dissatisfaction or usability
problems?

✔ Is the redesign product, service, or information influenced by technology changes? 

You may find that it takes some research before you can clearly define the project goals.
In fact, individuals from different parts of the organization may have different perspec-
tives about why the project is being undertaken. You may find it advantageous to talk to
people who may have different perspectives, including marketing, sales, product devel-
opment, operations, services, and training. Each of these groups may have a perspective
on the product and its customers that will add to your understanding.

An Example of a Project Vision Statement
Designed to help small retailers manage their marketing more effectively and target their products to well-defined
segments of their customer community, MarketTarget is a software program that provides a database of customer
information and gives a small retail business the ability to analyze the database and select appropriate customer
segments for sales promotions. Unlike similar products that have been developed to aid the marketing efforts of
large and sophisticated financial institutions, MarketTarget is designed to meet the database marketing needs of a
small retail business. MarketTarget represents an entirely new flagship product for our company.
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Define the larger project’s scope
Describe as completely as possible the size and complexity of the project. In an analysis of
project scope, you may want to include a detailed table of new features and functions to
be included in the project, along with the relative size and complexity of each and their
impact on the information-development project you are managing. You may note that the
project involves either a small effort conducted by a small, close-knit group or a large
effort involving many people representing many parts of a global organization. 

Chapter 15: Starting Your Project lists some of the issues involved in an early analysis
of the larger project scope. Here are additional questions that will help you to address
project scope:

✔ Is this a major new project involving many groups and individuals throughout the
organization?

✔ Is this a minor new project involving only a few people in a single, close-knit
group?

✔ Does this project involve a major or a minor revision or redesign of an existing
project?

✔ Does this project involve a significant new technology or changes to technology
that require re-architecting the product? 

Record the answers you have researched to these and other questions involving project
scope and summarize the results in this section of your plan. Remember that although
the project vision and goals may remain relatively stable throughout the project life cycle,
the scope will often undergo major redefinition along the way. 

The estimate of the resources you need for your information-development project
will be closely aligned with your analysis of the scope of the larger project. If the scope
changes, you will have to re-estimate your resources. Without a clear definition of scope
and a statement in your Project Plan of your working assumptions about scope, you will
not have a basis on which to revise your Project Plan and your resource and schedule
estimates. 
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An Example of Project Goals
The goal of the MarketTarget project is to introduce a new automated process to a customer who either has
never targeted its marketing efforts at all or has conducted its campaigns solely using manually generated data.
This customer is interested in optimizing its sales campaigns and is intrigued with the possibility of using a
computer database to assist in this effort. However, the customer may not have a clear idea of how a database
of its own customers might work and how it might be used effectively. 
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Describe the customers for the product and your information
Describe the customers for whom you will develop information. At best, a customer or
audience analysis should be based upon your team’s direct experience with potential
customers for your information. At the very least, you should summarize information
gleaned from other sources, including marketing, sales, support, training, and product
development. 

In Chapter 7: Developing User Scenarios, I describe the process that an information
architect might use to gather information about customers. This process is a distillation of
the detailed approach to gathering audience and task information that I developed with
Ginny Redish in User and Task Analysis for Interface Design.

Your user and task analysis should provide you with detailed information about the
audience, including answers to these and related questions:

✔ Does your audience include everyone from administrators, planners, technicians,
and other technical experts to ordinary end users of consumer products?

✔ What are the real goals of each audience group with regard to your product or ser-
vice? Do people use your product as an integral part of their full-time tasks on the
job or is the product something that they may use occasionally? 

An Example of Project Scope
The MarketTarget project is a completely new project being created by a small development team in close
conjunction with the company’s leaders in finance and marketing. 

The project involves building a user interface and all the accompanying functionality to allow users to 

✔ create a database of customers with appropriate metadata about each customer

✔ update the database 

✔ perform administrative functions to control the database (privileges, backups, etc.)

✔ analyze the database for trends in purchasing behaviors

✔ analyze the database for other similarities

✔ extract customer information from the database based on selected criteria

✔ produce mailing lists and labels for selected customers

✔ record information about the affect of targeted marketing campaigns

Because all these functions are being built for the first time, they will require careful testing to ensure that they
perform as intended. However, the basic technology is well understood by the product developers which may
allay our risk concerns about the new customer requirements and functionality being addressed.
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✔ What is the level of experience of each audience group with your product or ser-
vice or a similar one? Are they already experts on your product or a related one or
are they complete novices?

✔ What is the willingness of the audience members to use information to support
their goals in using the product or service? Are they likely to use product informa-
tion to support their task performance, or are they more likely to be trained on the
job or call someone for assistance?

✔ How much time might audience members have to devote to learning new infor-
mation? Is your product used as part of a busy work schedule? 

✔ What is the expected level of training on the product or service to be provided by
your company? Are audience groups provided with training to use the product or
service, or do they learn on their own?

If you don’t have direct contact with your audience, you are at a distinct disadvantage
in planning your information-development project. However, you or your information
architect can use surrogates to gather some audience information. Talk to others who have
contact with users, including trainers, support service personnel, sales personnel, and
consultants. If your organization engages in usability studies, consult with the usability
professionals. Find out if marketing, product management, or product-development staff
have visited users of the product, not just buyers. Work with your information architect to
gather as much information as you can and then state your assumptions in this section of
your Information Plan.
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An Example of a Customer Analysis
The MarketTarget users are most likely to be small business owners or their staff members. Many of the small
business users may be unfamiliar with using computers in the workplace. They are unlikely ever to have used
a database program or one that helps them analyze their customers. They may be concerned that using a
computer may take time away from their primary task of running their businesses and may be unwilling to use
written information to learn how to use their new marketing software.

Staff members may be somewhat more familiar with computers, although most likely someone in the business
uses a computer only to handle accounting data. They may be unfamiliar with database programs and software
designed to analyze customers. They may also have older computers that do not have a more recent Windows
operating system.

Evaluate the usability requirements
Evaluate the usability issues for your project that may require you to make changes in your
information design. For example, many organizations are now required to provide web-
based information that is accessible by people who have limited vision or are blind. The dis-
abilities requirements mean that alternative text must be provided to describe graphics and
illustrations so that a person who cannot see the images can understand what they contain. 
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Based on your audience analysis, you may want to change the presentation of your
information in print and online to accommodate older readers. You may also have feed-
back on previous projects from users that information is not easily accessible or is difficult
to understand once they find it. You may learn that the topics have not provided the infor-
mation that users need to be successful. 

Summarize the result of the usability analysis performed by your information architect
and explain how it will affect the information you plan to deliver.

An Example of a Usability Analysis
MarketTarget’s users are likely to have several usability issues associated with the product and the information.
As business owners, they may be reluctant to use computers in the workplace to solve business problems. They
may be skeptical of the value of analysis based on a database of customer information. They will need to be
convinced that they can use the product to create successful marketing and sales campaigns.

Staff members may prefer to use their own manual methods of accounting for customers because they are
familiar and simple to them. They may resent a layer of automation imposed upon them that appears to require
more, rather than less, work.

Develop your vision for the information-development project
At this point in your plan, you move from a description of the larger project to the
information-development project that you are planning. The information you and your
information architect and other team members have gathered about the larger project and
the customers will help you articulate your own vision for the information-development
project. In the previous sections of your plan, you have clarified your understanding of
the larger scope of the project and its customers. In this section of the plan, you develop
your own vision for delivering effective, high-quality information to your customers.

A project vision will help you and your team members maintain their focus throughout
the project. It will establish what you intend to build and why. It will keep you from going
down unproductive paths and creating information that no one needs. It will help you
make key decisions as you respond to the inevitable changes that will occur during the
project.

Too often, information-development projects are stuck in the past. 

“We’ve always included an ‘about this manual’ section at the beginning of our documents,
although we don’t think anyone ever reads it.”

“We don’t have time to make the information correct; we just have to meet the deadline.”
“That information has already been translated. We know it’s wrong and unusable, but we

can’t change it now. It would be too expensive to translate again.”
“We have to include all these long descriptions of the technology, even if the users will never

read or understand them. The product developers insist.”
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A project vision that is developed and owned by you and your team members will help
to quiet the naysayers and provide ammunition in your negotiations with members of the
larger team. 

Consider the information vision Comtech developed for the MarketTarget project.
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An Example of an Information-Development Project Vision
The primary customer for MarketTarget information is the small business owner who is responsible for
developing marketing and sales campaigns for her company. She is typically very busy and reluctant to spend
time reading manuals and learning about software. Yet, we believe she will need a basic manual that explains
how to reach her goal of more effective sales campaigns and increased revenues and profits for her company.
The basic business owner’s manual will be minimal, targeted at less than 60 pages with many illustrations. It will
focus on real-life business examples that show how other business owners have used the customer database
analysis tools to understand their own customers more effectively. 

The content will be based upon typical customer scenarios (use cases) that illustrate the utility of each product
feature in terms of received value. The text will contain examples of using the product features to reach a business
goal with a minimal amount of step-by-step task instruction. The task-oriented, step-by-step instructions will be
included in the product’s help system rather than in the basic manual.

By stating up front that we would base the manual for the business owner on customer
scenarios, we were able to resist demands that we document every field on every screen
of the software. We based our decisions on a thorough analysis of the intended customer
for the product, enabling us to reinforce our vision with solid customer knowledge.
Because of our close connection to the customers, we were able to gain the support of the
product manager from marketing for this vision of the information. That support proved
critical when the lead developer demanded a feature-based approach.

In a project that involved a hand-held device for handling contact lists and phone num-
bers, calendars, spreadsheets, and other consumer-oriented features, our customer study
led us to recommend an interactive manual on the company website and delivered to the
customer on CD-ROM, instead of the long, boring, and dysfunctional PDF version of a
manual that accompanied the product’s initial release.

Clearly, your information architect and your team members will play an important role
in articulating your information-product vision. However, as project manager, you are
responsible for communicating that vision to project stakeholders and protecting the vision
throughout the life of the project. Although the details of your implementation of the vision
may change over time and must respond to changes in the larger project’s scope, schedule,
and budget, the vision itself should not be subject to project vicissitudes. 

All of the information you have considered so far in the development of your Project
Plan reflects your overall understanding of the goals of your project and the alignment of
your goals with those of the larger project. 
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For complex projects involving information innovations or redesign, you may
need more complete documentation of your reasoning in support of your vision for the
information-development project. For simple upgrades or revisions of existing products,
these initial sections of your Project Plan may be quite brief. 

The information you develop and summarize up to this point in your Project Plan is
designed to

✔ confirm your understanding of the product’s vision, goals, and customers

✔ articulate your understanding of the information needs of those customers as they
relate to the product

✔ communicate the vision of you and your information-development team to the
other project stakeholders, including the customer

In the next section of the Project Plan, you will turn your vision into a set of specific
milestones and deliverables.

Best Practice—Defining the project details
After you have established with your team the vision you have for the information-
development project, it is time to define the project details. These include your proj-
ect milestones, deadlines, schedules, and budget in addition to a list of the project

information deliverables.

Project milestones
If your organization uses a formal project-development methodology, the project mile-
stones may already have been well defined. In some cases, these may be referred to as
“project gates.” If so, list those milestones or gates in your own plan. If you have well-
defined deliverables associated with each pre-defined project milestone, include those
on your detail summary. For example, you are likely to be required to deliver this
Information-Development Project Plan as one of your first deliverables in a traditional
project management framework. 

You do not need to include details about the delivery of draft topics or sections for edit-
ing or review at this point in your planning. You will be able to address the delivery of
individual topics or sections as part of your detailed planning in Phase 2 of the project.
At this point, you should communicate with your team about the milestones to expect
and acknowledge to your stakeholders that you understand your commitment to them.

If your organization does not require certain milestone deliverables from information
development, list your own milestones using the five-phase information-development life
cycle model presented in this book. Include brief definitions of each planned milestone
and what you expect to deliver. You may also want to include certain key information life
cycle milestones that are not part of the five-phase model, such as the localization and
translation, because they are so critical to your schedule although they may not be part of
a larger project-development methodology.
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Project deadlines
List the primary project deadlines of the larger project. Include dates for beta releases and
the date for general availability of the product. In a service-oriented project, include the
date on which the new service will be made available to the customer. In an information-
oriented project, include the date that the new information or training must be delivered
to the customer. Each of these critical dates depends upon the type of project you are
working with, but you will have at least one of them to plan against. 

In your deadline statement, indicate who in the organization has set the deadline. Is
this a deadline imposed by marketing, product development, information technology, or
the customer itself? If there is an external event such as a product show, a regulation
change, or a commitment made externally, include a statement about that event. If the
project starts to slip in ways that affect the deadline, you can remind yourself and your
team about the urgency of the project and decide how to respond if the original deadline
must be met.

Project schedule
Based on your discussions with product and development managers, you should have
information on the proposed schedule for the larger project. Your information-develop-
ment schedule must be aligned with the larger project schedule so that you are able to
ensure that information deliverables are completed appropriately. 

In your project details, list dates associated with the milestones you identified earlier,
as illustrated in Table 16-1. If you do not have firm dates for the external milestones, pro-
vide information about how the dates were estimated and who is responsible for setting
the dates. Because these dates may change, you may want to indicate them in terms of
weeks prior to a final availability date.

Table 16-1: External Milestones

Milestone Actual or Relative Date

General availability—the scheduled release date for the final product General availability is scheduled for 
deliverables including the information. Note whether the information June 30, 2007 in all languages. 
must be available in all languages by this date.

Next list the dates for your high-level internal milestones. These are the specific publi-
cation dates that you have added to the standard set of larger project milestones. (See
Table 16-2.) Again, you may want to specify the dates in terms of days or weeks needed
prior to an external milestone or associated with an external milestone.

Chapter 16: Planning Your Information Development Project 371

22_777110 ch16.qxp  11/15/06  4:33 PM  Page 371
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Table 16-2: Major Deliverable Milestones and Schedule Details (example)

Milestone Actual or relative date

First Draft Review—must contain all information needed First Draft Review occurs for each topic after the initial draft 
for each topic or section of a document. The topic or is complete and has been reviewed by the developmental 
section has been reviewed by the developmental editor editor. The first draft review must be complete four weeks 
and has undergone a basic copyedit before being prior to the first product testing date. We expect the first 
submitted to the external reviewers. draft review of a single topic to be completed in one

business day. Durations for multiple topics in a collection
will be determined prior to submission for review.

Second Draft Review

Final Draft Review*

Final Draft Approval

To Translation

To Production

To Distribution

*Note: It is essential that documentation be thoroughly reviewed during the scheduled review periods. The final draft review is
intended to discuss any open issues and resolve any items that remain open before the final draft approval. Late review comments
increase the risk to schedule and quality. 

It requires research to identify the dates you want to associate with your own milestones.
If you want to schedule your localization and translation tasks, you may need to consult
with a localization coordinator in your organization or an outside vendor to estimate how
much time will be needed for their tasks. You need to know, in addition, if all translated ver-
sions of your documentation must be delivered simultaneously with the product or project
delivery or if some translations can be scheduled for later delivery. Making that decision
requires that you know the proposed global release plan for the project. In many cases, dif-
ferent country- or language-specific versions are delivered on later schedules.

Schedule dependencies
As part of your assessment, note any external dependencies on which schedule milestones
are dependent. Consider external dependencies only at this point, because your internal
dependencies will be stated in your detailed Project Plan. For example, you cannot begin
the review process until your substantive editing is complete on a topic or chapter. Your
internal dependencies are reflected in the workflow you set up.

Your external schedule dependencies should be those that are influenced by people or
events outside of your control. For example, you cannot complete a topic or section of a
book and move it to translation or final production until the reviews are completed and
the final drafts approved. Note in your schedule dependencies that there is an interrela-
tionship between reviews and approvals and final draft stage.
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You know that you cannot complete task-related topics for a software product until the
user interface is complete. State that relationship in your schedule dependencies notes.

Project budget
If you know the overall budget for the project, include the information here. Knowing the
project budget is extremely useful for your planning. The budget for most development
projects is a direct reflection of the number of people working on the project. In many
organizations, the budget for information development, exclusive of translation and local-
ization, is supposed to be not more than a certain percentage, perhaps 10%, of the total
project budget. 

Seven to ten percent of the total project budget appears to be average, based on data I
have collected through surveys of publications managers. The percentage has gone down
a bit in the past five years in some industries, but 7% to 10% remains a useful point of
comparison.

In some industries, however, you will find vastly different percentages. In telecommuni-
cations, for example, information development averages 3% or less of development costs,
even when the development is primarily software. In organizations developing hardware,
the information development budget may be lower because of the high cost of hardware
design. 

I believe that one of the reasons for offshoring information development to the same
low-cost economies in which products are being developed is related to keeping this per-
centage intact. If product development or engineering costs are lowered by one-third or
one-half by moving them to a low-cost country, then the cost of information development
remaining in the high-cost country will increase the percentage allowed for information.
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An Example of a Project Budget
The MarketTarget project has a total budget of $2.5 million for one year. Product management hopes that the
information development budget can stay under 10% of the total budget, excluding the cost of translation into
French.

Budget dependencies
Just as you added notes for schedule dependencies, do the same for budget dependencies.
Consider what might cause changes in the overall budget that would have a direct bear-
ing on the budget for your project. If the project budget is increased by addition of devel-
opers because of a schedule crisis, if the developers need additional expertise or time to
master a new technology, if additional requirements are added with development budget
increases, note how that will affect your proposed budget. If the project you are support-
ing grows larger and your budget remains the same, you will have to make decisions later
in the project to reduce your scope. At this point, note any budget dependencies that you
think likely to influence the success of your project.

22_777110 ch16.qxp  11/15/06  4:33 PM  Page 373
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Proposed information deliverables
In projects that are updates of existing information, the information deliverables are most
likely to remain the same as they have been in the past. However, if your project vision
calls for innovations in the information design or you are developing a completely new
project, you need to describe the final deliverables that your team intends to develop, as
illustrated in Table 16-3.

Your list of information deliverables should include all the media types that you intend
to develop and all deliverables that will be prepared for each media type. 

An Example of Information Deliverables
The MarketTarget project requires four basic deliverables: a printed manual for the business owner, a basic
training program for the business owner, a help system for the individual using the software to develop a
marketing or sales campaign, and a training program for the same end user. These deliverables were developed
in one language for a US audience.

We have used two techniques to estimate the scope of these deliverables. Based on our analysis of the business
owner, we conclude that the print manual had to be no larger than 50 to 60 pages of text and illustrations. We
base this estimate on our understanding of the business owner’s basic reluctance to read about a software
system. We also know that the company installation team would provide training. The simple training program
should take no more than one hour for the business owner.

The help system scope is related to the feature list developed earlier to define the scope of the product and from
our analysis of the audience. By starting with the feature list, factoring in an analysis of the projected number of
software screens proposed for the product, and considering the need for a minimalist approach, we anticipate
producing 75 to 80 help topics, including task topics, a very few concepts, and a set of glossary definitions.

Table 16-3: Deliverable List for the MarketTarget Project Example

Document Title Part# Delivery Languages %Changed Page/Topic 
Method Count

Business Owner’s User Guide 1234 Print EN FR 0 50–60

Business Owner’s Training Manual 1234tr2 Print EN FR 0 20

End-User Help System 1234hp HTMLHelp EN FR 0 75–80 topics

End-User Training 1234tr2 Print EN FR 0 20

For an existing project, include a list of the changes to be made to the existing chapters,
sections, or topics. Since you won’t be changing the overall approach to information deliv-
ery, your detailed list should focus on the details, to the extent that you know them at this
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point. In some cases, you’ll only have enough information to estimate a percent change in
an existing book or set of topics.

“The user’s guide will require changes to approximately 50% of the pages or 50% of the topics.
It will also require an increase of 15% new pages or topics.”

For a new project or a significant redesign effort, include a list of the intended deliver-
ables and your initial estimate of scope for each deliverable as illustrated in Table 16-4.

Table 16-4: Large-Project Deliverables List Example

Deliverable Part# Delivery Languages %Changed %Reuse Topic/Page Scope of 
Title Format Count Effort

List the final Add the part List the List of Indicate how Indicate the Indicate your State the 
items to number if formats used languages much of the percentage preliminary anticipated
be delivered applicable to deliver into which original of the count of the level of effort, 

this item the item  version of deliverable topics or such as new; 
will be the item is that will pages in the minor, 
translated likely to be reuse final moderate, or 

changed. information deliverable major changes 
Zero created for to the original; 
indicates another use previously 

deliverable developed doc;
and so on

Note: If you are estimating an existing project use their actual topic or page counts of the existing items, either documents, help
topics, or web pages. For new information products, review the recommendations in the Scope estimates discussion below. In
estimating your scope of effort, take into account the discussion of quality level to indicate the required level of work for the
deliverable.

Scope estimates
You may be asking yourself where the page or topic counts in the tables come from.
Estimating the scope of any project is always difficult, especially if the project is new and
has no earlier examples for comparison. At this early point in the information-development
life cycle, your estimates are even more difficult because you often know very little about
the emerging project. In the best case, you can base your early estimates of scope on previ-
ous similar projects. Some techniques you might use early in the project are

✔ an estimate based on previous projects of similar scope and audience

✔ comparison with competitor’s documentation for similar products

✔ a metric based on other project indicators, such as the size and staffing of the
development project
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✔ project feature or function metrics or project use cases

✔ an estimate of the acceptable scope of the information for the audience (as we
determined for the MarketTarget business owner above)

✔ a pure guess-timate

Previous projects are always the best indicators of scope, as long as you account
for changes in audience or additions to the list of features and functions. The more
experience you have with previous projects, the better you will be able to evaluate
the scope of the new project. If you haven’t kept all previous projects in your head,
it may be advantageous to have a database of previous projects, possibly in the
form of updated deliverables lists like the one provided here. 

Competitor’s documentation may give you a useful starting point when your
organization is developing a competing new product. If you are in an industry in
which products are publicly reviewed and compared, you may find it important
to compare favorably with a competitor in scope of coverage in the document, that
is, unless you believe that the competitor’s manuals are unusable and filled with
marketing fluff and descriptive text rather than tasks.

Other project indicators may give you a basis for scoping the information-
development project. Just as you may have used the size of the larger project’s
budget as an indicator of your own project, you can use the same information to
judge the number of resources you can apply to this project. If you have roughly
$100,000 to staff your project and the project will take six months, you know that
you have budget for only one or two people. Don’t estimate 2,000 new topics or an
800-page manual. You don’t have the resources to produce this much new infor-
mation in such a short amount of time. If industry averages for writing new topics
comes in at roughly 4–5 hours per page or 8–10 hours per topic, consider just how
much scope your small team can absorb. 

Feature/Function or use case metrics allow you to establish a strong link between
your own scope estimate and the initial estimates on which the product develop-
ment project manager is basing scope. Remember that at early project stages, the
product development manager is having the same difficulty estimating scope that
you are. If you have a fairly well-structured product-development methodology,
you may be able to review the use cases that have been developed. Use cases
describe the way the users will interact with the product, giving you an idea of
the tasks they will need to perform and the conceptual and reference information
they may need. If your organization doesn’t create use cases, look at the feature/
function lists that might be in the product planning documents. As long as these
lists reflect user-desired features and functions rather than technology features
and functions, they may be an early indicator of scope. The MarketTarget project
described in this chapter included eight significant user features that had to be
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addressed by the product. Given 5–6 pages per feature, we felt confident in our
estimate of a minimalist business owner’s manual at 50–60 pages.

Acceptable length is an interesting scope estimating method, one that we applied
to the MarketTarget project. We considered just how much a member of the
intended audience might be willing to look at without being intimated. Even if
you consider that most people don’t really want to read the documentation, you
also know that consumers or executives or people busy with other work will want
to read even less. For example, my oven comes with a small user guide with about
16 pages, not too annoying and small enough to keep in the drawer next to the
oven. Unfortunately, I needed it for a year or two after purchasing the oven
because the controls were designed for the space shuttle. Thirteen years later,
I don’t consult it unless I get some weird error message on the LCD display.
However, if I were a specialist in repairing ovens, I might be willing to carry
around something more bulky.

A pure guess is certainly not your first choice in a responsibly developed Project
Plan. However, you are sometimes forced by circumstances into committing to
something on the spot. The best defense is a strong offense, as you know. Pushed
into such a corner, ask that the inquisitor provide you with some very specific
data, such as the number of function points to be included in the software, as a
basis of your estimate. Your inquisitor is likely to disappear for days or months.
If you have to estimate something, just make sure you have stated your assump-
tions. A responsible pure guess should be accompanied by a rationale for the
estimate. If you’ve guessed that your information should be comparable to a com-
petitor’s information, state that assumption. If you’ve guessed that your informa-
tion should be limited by the number of resources you can afford to assign, state
that assumption as well.

As you consider previous projects, remember to consider design changes you wish to
implement. One manager, pursuing a minimalist agenda, produced a new information set
that was 25% of the previous information set. The new design emphasized user goals and
tasks instead of product descriptions and conceptual information.

Level of effort 
Estimating the level of effort required to produce each document or other deliverable for
your project will help to establish not only the work to be done to develop the content but
the activities that will need to take place to ensure quality. No one wants to define a qual-
ity level that is less than perfect for a project, but, in reality, we make many decisions
about the design of our processes, our staffing levels, the types of quality assurance we
undertake, and even the types of information we decide to include. All of the decisions
affect the quality of an individual project and the quality of a department’s overall work. 

Although you may want to refer to quality levels in your notes on the scope of effort
required in your milestone list, the quality levels should be developed and implemented
throughout your information-development organization rather than for an individual
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project. However, an individual project may call for one of several quality levels that you
have defined. For example, consider a Level 1 Quality definition established by an organi-
zation for its least important products.

Quality Level 1—meets minimal documentation standards. Includes tasks only,
with no conceptual information. Tasks are checked for accuracy and completeness
but are not reviewed externally. Basic copyediting is conducted. Level 1 docu-
ments contain no indexes, examples, or screen shots. They do contain any applica-
ble warnings or cautions.

Although writers may be unhappy with this level of quality, you may have a product
that is nearing end-of-life, has few customers and little revenue, or has existing customers
who need only minimal information about changes to the product. You will find more
information about decisions regarding relative quality in Chapter 21: Managing Quality
Assurance, which discusses the decision making required to manage an entire portfolio
of information products in a corporation.

A high level of effort may be best associated with a premier product or services, some-
thing designed to attract new customers and revenues or a product that has crossed the
chasm and is now being offered to mainstream customers who demand outstanding lev-
els of support. You might define a Level 3 Quality for these customers.

Quality Level 3—meets top-level documentation standards. Includes all informa-
tion required by the customers, including tasks, concepts, and reference informa-
tion as defined by user profiles. All information is checked for accuracy and
completeness, including complete reviews by subject-matter experts, usability
testing, and thorough developmental editing. All deliverables include a complete
index or other search mechanisms. All illustrations, warnings, and cautions are
included as needed. 

In reviewing the wide range of total time devoted to information-development projects,
I find it is quite obvious that different quality standards are being imposed on projects,
even given differences in the difficulty in developing the content. Organizations that
include careful developmental and copyediting and other quality assurance activities dif-
fer from those in which information deliverables are rarely reviewed by anyone other
than the writer and the technical experts. These organizations clearly produce different
levels of quality. In short, you get what you pay for. 

The point is that you need to be up front about your quality decisions. You are most
likely constrained by the funding you receive and the headcount you have available for
the work. Level of effort simply indicates what you are including in your process and
what you are leaving out.

Best Practice—Defining the roles and responsibilities 
of the team
Just producing a list of people working on your project may be sufficient for your

Project Plan, but thinking about your own team members, external team members who
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will provide resources to your team, and other project stakeholders will ensure that you
are planning for the right audience. Getting the right people to be associated with your
project is essential for your success. In one project, we had all the product developers pro-
viding information to the writers except for the one key person who alone understood
how the customers were going to use the product in their business environment. Critical
information-focused decision making at early stages of their product implementation was
missing from the information set until we identified the missing stakeholder and obtained
a commitment from him to become involved.

Getting the right people on your team and getting commitments from key stakeholders
will directly influence your project. You need people who understand the needs of the
information audience, understand the technology being developed, and know how to
communicate information effectively and efficiently to the right audiences. We know that
we generally find that about 20% of the people engaged in our projects produce about
80% of the work. The more difficult your project is to accomplish, the more you need tal-
ented people who are above average. You need people who are not only capable of doing
the work required but are also committed to doing the work well. 

To find the right people, you need to know the nature of the project you are proposing
and the level of effort required to complete it. You don’t need your top technical star or
your most talented information designer to work on a simple maintenance project requir-
ing Level 1 Quality. You may do better with a well-supervised intern instead. You want to
reserve your best players for the most demanding projects. You can place your less experi-
enced staff members alongside your best players to help increase their skills.

Getting the right people extends to your technical product developers and other review-
ers who provide input to your information development. The wrong “technical expert” can
doom the development of complex information. Without the assistance of people with gen-
uine understanding of how the product works, you won’t get the depth of information you
need. Without the assistance of people who really understand the users, you’re likely to
write information that they don’t need either. 

As you think through your resource requirements with respect to team members and
stakeholders, consider which people are critical to the success of your project, which are
essential, and which are interested but not essential. If you don’t have the participation of
the most critical individuals, the project is doomed. If the essential people don’t partici-
pate adequately, they can delay the project but you can probably find ways around them.
If the nonessential people don’t participate, you won’t see any direct impact. However, if
you don’t communicate with them effectively, they can quickly become critical.

Team members
List the members of the project team, including yourself as project manager and the other
information developers. All these team members are either critical or essential to your
project. For each team member, briefly describe the responsibilities for which the individ-
ual will be responsible during the project. See Table 16-5 for an example. 
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Table 16-5: Information Development Team Example

Title Name Location Responsibility

Info developer Harry M Denver Create topics and submit to production

Info developer Sarah H San Jose Create topics and submit to production

Information Jackie O San Jose Design the content for all deliverables based on audience and task 
architect analysis. Develop the annotated topic list and deliverable maps of

the content for print and help.

Editor John R Phoenix Review all drafts for adherence to templates, style, content, and design

Illustrator Aru R Bangalore Prepare all illustrations and perform QA

Manager Cami R Denver Provide all resources, track project, produce all project documentation

Information resources
List the information resources on which your team will depend to complete the project.
Resources might include documents, but, more importantly, they should include people.
List the key people in the larger external project team. Be certain to include the project
manager, head of the development team (product, service, or information), program man-
ager or marketing representative, and any others who will be directly involved in sup-
porting information development. Indicate who has signoff responsibility.

One organization creates what they call a “dance card” for new information developers
that list the people they need to go to for various types of information. (See Table 16-6.)
Consider the key product developers, the user-experience or usability team members,
people in the training and support organizations who work closely with the customers,
and even the customers themselves. 

Table 16-6: Product Development Team Example

Title Name Location Signoff/Responsibility

Program manager Tim Q Boston Signoff—yes

Marketing Georgina P Boston Signoff—yes 

Engineering project lead Harry S Bangalore Signoff—yes

QA manager Gaurav R Bangalore Signoff—yes
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Best Practice—Calculating project risks and dependencies
Analyze the risks that are most likely to be associated with your project. A risk
analysis provides you with critical information that you will need to estimate the
resources required to complete your information-development project by the

scheduled deadlines. You will use the information you develop in the risk analysis to
apply the dependency calculator to your project. 

Project assumptions
State the assumptions you have made in developing your Project Plan. You may assume,
for example, that the product developers have sufficient time allocated in their schedules
to review the information thoroughly and provide feedback to the information develop-
ers. You may assume that your team will have access to the product or the user interface
in sufficient time to complete drafts. You may assume that product development has been
frozen in enough time to complete the information and hand it off to translation and local-
ization or that you have reviews completed in enough time to meet final deadlines.
Whatever assumptions you have started with should be stated here.
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An Example of Project Assumptions
This list specifies the assumptions made in planning this project:

✔ Product developers must perform timely and thorough reviews of the information topics as they are
developed.

✔ New and modified features of the product are thoroughly defined in the product specification.

✔ Names of final approvers of the information are verified and any changes in this role are communicated
to the project manager promptly.

✔ Information developers will have access to the completed hardware and software approximately four
weeks prior to the first review.

Risk analysis
You will find a number of important issues that affect the risks associated with your project.
A risk-free project means that you can calculate the resources you will need to complete
the project you initially define, and you are pretty much guaranteed that these resources
will be adequate. Nothing unusual will happen during the course of the project to change
the deliverables, restructure the content, rewrite topics, or change the scheduled dead-
lines. Everything in a risk-free project will proceed as originally expected.

Given this description of a risk-free project, you already recognize that most projects
are not risk-free. Most information-development projects are accompanied by a significant
amount of risks, primarily due to the risks involved in the product or service develop-
ment project that you are supporting. 
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High-risk projects are those with many unknowns: the exact nature of the technology
may be relatively unfamiliar to the product-development team, technology problems
may be difficult to understand or to resolve, the customer requirements may be poorly
defined, customers and their internal representatives may be unclear about the goals of
the project, schedules and deadlines may be redefined, and competitors may introduce
new challenges. You may have risks within your own organization: information develop-
ers may be unfamiliar with the technology used in the product, they may be using new
tools to develop information, you may need to redesign the information deliverables, the
audiences may be poorly defined, team members may leave the project unexpectedly, and
you may encounter challenges in communicating with globally dispersed team members.
In each case, your project will be more difficult to accomplish than you may originally
have hoped.

The point of risk assessment (see Table 16-7) is to attempt to predict the degree of risk
and plan for changes in the project that are most likely to occur. 

Table 16-7: Risk Analysis Example

Risk Description Probability Potential Prevention Contingency 
Impact Plan Plan

Inaccurate or late  Medium High Engineering must be The document will 
documentation because prepared to ensure that have to be revised and 
an accurate prototype is the prototype is delivered reshipped to the 
not available when according to schedule. customer after the 
needed. release date.

Applying the Dependency Calculator
I designed the Dependency Calculator to assist information developers and project man-
agers in applying their assumptions and risk assessment directly to their estimate of the
resources required to complete the project by the deadline. Too often, project estimates are
based on the same metric, such as hours per page, for every project. A project manager
decides that the average project in his or her organization takes four hours per page to
complete even though it’s clear that every project is somewhat different. The project man-
ager is then surprised that the project being estimated turns out to be more difficult than
expected, which means that an insufficient number of people have been assigned to work
on the project. As a result, the beleaguered team begins making quality cuts in the infor-
mation to make the deadline. 

The Dependency Calculator is a straightforward way to acknowledge that a particular
project is unlikely to be average. Some projects are simpler and take less time to complete,
and others are more difficult. Even within a single project, elements of the project may
have different levels of difficulty or different risks and assumptions associated with them.
In that case, you may want to make more than one dependency calculation. In most cases,
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however, at this early phase in the information-development life cycle, a single assess-
ment for the entire project is sufficient to provide you with an indicator of the adequacy of
your resource estimates. 

The 10 dependencies that make up the calculator are based upon the experience of many
information developers and managers in assessing their projects. However, you may have
dependencies in your organization that are not included. For example, if you are working
with team members at a new location in a developing country, you may have communica-
tion factors that are not included among the experience dependencies in the calculator. In
that case, I recommend adding one or two dependencies or replacing existing dependen-
cies that you don’t need to factor into your calculations.

Figure 16-2 again illustrates the current Dependency Calculator. An interactive version of
the calculator is available at http://www.comtech-serv.com/dependency_calculator.htm.

Figure 16-2: The Dependencies Calculator

In analyzing your project’s dependencies, consider that you need to consider five exter-
nal and five internal dependencies. The external dependencies describe risks outside of
the publications organization and the project manager’s sphere of control. The external
dependencies are

✔ product stability/completeness 

✔ information availability 

✔ prototype availability of the product 

Dependency

Product Stability 1 2 3 4 5 x 1.00

Information Availability 1 2 3 4 5 x 1.00

Prototype Availability 1 2 3 4 5 x 1.00

Subject Matter Experts 1 2 3 4 5 x 1.00

Review 1 2 3 4 5 x 1.00

Writing Experience 1 2 3 4 5 x 1.00

Technical Experience 1 2 3 4 5 x 1.00

Audience Awareness 1 2 3 4 5 x 1.00

Team Experience 1 2 3 4 5 x 1.00

Tools Experience 1 2 3 4 5 x 1.00

Ranking

Hours/Page Projection:  5.00

Average Hours/Page      5.0

Factor

Chapter 16: Planning Your Information Development Project 383

22_777110 ch16.qxp  11/15/06  4:33 PM  Page 383



384 Part 3: Project Management

✔ availability of subject-matter experts 

✔ effectiveness of reviews (information inspections) 

The four internal dependencies are those that may be within the project manager’s abil-
ity to influence. The internal dependencies represent the publications staff’s

✔ technical experience 

✔ writing and document design experience 

✔ audience understanding

✔ tools experience

✔ team experience

Table 16-8 lists each dependency and provides an explanation of its meaning.

Table 16-8: Project Dependencies

Dependency Interpretation

Product stability/ The amount of change the product is likely to undergo during the course of the project. 
completeness A product that changes drastically during the development cycle, especially when major

changes occur late in the development cycle, its likely to require frequent changes to the
draft information.

Information availability The existence and quality of written information about the product, including marketing
studies, requirements definitions, specifications, user profiles, task analyses, and other
information that will help the publication team understand the audience and product as
quickly as possible. A lack of planning information may mean that information development
is being included early in the product development cycle. It also may mean that little
planning has been done for the project—a good predictor of numerous and late
development changes.
Information availability is one of the factors that may contribute to a reduction in hours per
page for revision projects. If the information-development team is working with a high-
quality earlier version of the information, then the job of learning the new information and
fitting it into the existing structure is easier.

Prototype availability The existence and quality of a prototype of the product under development. The existence of
an early prototype often indicates the sophistication of the development team in their
planning. It also reflects on the stability of the product design. The lack of a prototype may
make it difficult for the information-development team to develop an accurate use model (a
picture of how the user will perform a task using the product).
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Dependency Interpretation

Subject-matter The availability of the subject-matter experts (SMEs) to aid the information developers. 
expert availability SMEs, or technical experts, are important sources of information for the publications team. If

they are too busy, unavailable, or lack knowledge about the development effort, they may
impede the progress of the information-development effort. Cooperative SMEs who look
upon writers as equal development partners can greatly reduce the difficulty of an
information-development project.

Review experience The likelihood that reviews will be thorough, complete, and timely. Thorough and timely
reviews or technical inspections of draft information are essential to the success of an
information-development project. Poor reviews can impede progress or require costly
reworking at the end of the project life cycle.

Technical experience The degree of technical experience your team has with the new product. Every information-
development team has a learning curve on a new technical project. The writers and others
involved in the project must learn the technical matter to be addressed. While not every
team member needs to be technically skilled in the subject matter, team productivity
increases if some team members are reasonably familiar with the technical subject matter.

Writing and design The amount of writing and design experience your team has with the type of information. 
experience Especially when they are involved in designing information that represents a new approach

to the information and the audience, information developers may experience a design
learning curve. When the information types are familiar and the team experienced in their
design, this learning curve may be reduced. This dependency may also be used to account
for changes in the tools and technology available to the information-development team. For
example, if you are moving to topic-based authoring from a book-based model, you will
experience a migration cost for your project as people learn new ways of designing and
authoring information.

Audience The degree to which your team understands the audience requirements. Although we 
understanding expect the information-development team to conduct a user and task analysis at the

beginning of the planning phase of a project, the more they already know about the
intended audiences, the more effective they may be in designing and conveying information.

Team experience The amount of experience your individual staff members have working on teams. If you are
a project manager of an information-development team, the experience you have in working
with the individual team members and their experience working together effectively may
enhance your ability to complete the project on time and on budget. The less experience
you have working with your team members, or they with one another, the higher the risk.

Tools experience The knowledge that the information developers have of their own tools. If they have been
using the same tools, such as a desktop publishing system or a product to develop online
help, for many years, their tools experience will support the current methods of developing
information. However, if you are moving to new tools for your project, your team members
will experience a learning curve. For example, you may be using an XML editor or a content-
management system or both for the first time. Although these tools are introduced to save
costs in the long run, they may cause an initial project to be slower than expected.
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386 Part 3: Project Management

Each dependency is evaluated on a scale of 1 to 5 in which 3 represents the average,
most normal case in your organization. By selecting a 1 or 2 for a dependency, you indi-
cate that you expect that dependency to be working to the advantage of your project. If
you select a 4 or 5 for a dependency, you indicate that at least one aspect of your project
may be more difficult than normal for your organization. For example, you may select a 5
for Tools Experience when you are introducing an XML editor and a content-management
system to your project. You are planning for extra learning time for team members to
become familiar with the new tools. If you select a 1 for Product Stability, you are indicat-
ing that your team is working with a well-understood product development effort, per-
haps just maintenance fixes of the existing product.

I recommend using the interactive, online version of the Dependencies Calculator.
However, it is possible to calculate the dependencies by hand. Use the same multipliers
for all the dependencies except the first, Product Stability. Product Stability is a doubled
factor because I have found it is a major risk factor in most projects. Table 16-9 shows the
composite scores associated the product-stability factor, and Table 16-10 shows the com-
posite scores associated with all other factors.

Table 16-9: Composite Score for the Product-Stability Dependency

Factor you select Composite score

1 0.80

2 0.90

3 1.00

4 1.10

5 1.20

Table 16-10: Composite Scores for All Other Dependencies

Factor you select Composite score

1 0.90

2 0.95

3 1.00

4 1.05

5 1.10
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Once you have selected all the factors for each dependency, multiply all the composite
scores together in one long sequence. For example, you may have a set of multipliers as
follows:

1.10 x 1.10 x 1.00 x 0.95 x 0.90 x 0.95 x 1.05 x 1.00 x 1.00 x 0.90 = 0.92

This multiplier indicates that your project is slightly less difficult than average. Any
number below 1.00 indicates an easier than average project. Any number above 1.00 indi-
cates a more difficult than average project. The value 1.00 indicates an average project.

Contingency planning
Discovering that you have a project that is significantly more difficult than average, with a
dependencies calculation at 1.2 or 1.3 or higher, you will need to plan to mitigate the risks.
If you have high dependency factors for your internal dependencies, you may need to
consider ways to ensure that your team gets the training it needs in the product, the infor-
mation design, the tools, or the customers for their information. You may want to add a
person to your team who has more experience in the area in which you see a weakness.

If your external dependencies are high, consider what you can do to mitigate them. For
example, if you have factored in a high dependency for SME availability, you may be able
to negotiate for better communication and cooperation with the product development
manager. If you have a high factor for information availability, you may insist that your
most skilled team member attend product development meetings to gather information
about the product. If you believe that you cannot include early actions to mitigate the
risks, especially for highly unstable product development efforts, you will need to include
a contingency plan in your schedule. Remember that the manager for the larger project is
probably planning for contingencies as well.

Let’s look at two possible project scenarios, one for an average project and one for a
high-risk project. 

Average project—With an average project, you expect to have information prod-
ucts completed by the end of the sixth month and in time for the announced project
deadline and the schedule for general availability of both product and information
for the customers. 

High-risk project—With a high-risk project, you add a contingency factor to your
schedule, indicating, as you did with your milestone schedule, that the deadline to
complete the information development is dependent upon the final successful
testing of the last features and functions of the product. You may state that your
information will be completed four weeks or some amount of time following an
external project event. 

To accommodate the potential problems associated with a high-risk project, you
should consider creating two plans: a commitment plan and a work plan, as illustrated in
Figure 16-3.

The commitment plan reflects the actual delivery date you have promised to the stake-
holders. The work plan is the real plan you have developed for the project. It includes an
amount of time set aside to manage the risk. It acknowledges that you expect to encounter
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388 Part 3: Project Management

problems that will require additional project work or course corrections. In information-
development projects, the additional work usually includes writing new topics that were
not part of the original plan or revising topics because the product has changed and the
original content is no longer correct. 

The plan you commit to, the commitment plan, includes the reserve time in the sched-
ule that you have set aside to account for the contingencies of new topics and revisions.

Figure 16-3: You should plan time in your work schedule to allow for the unexpected.

If you don’t include a reserve for a high-risk project, you have few alternatives when
the risks play out. If you haven’t planned for the changes likely to occur in the project,
you can either reduce the quality of the work, reduce the scope in a way that may impact
customer quality, or take the risk out on the staff in the form of unpaid overtime. Both
alternatives do, in fact, occur on many information-development projects. In fact, both of
them occur on the same projects. Only when the schedule is extended to accommodate
unforeseen or unlikely risks in the product-development process do information develop-
ers gain the time they need to accommodate the project changes and delays.

A high-risk project is not only subject to changes in scope. Most likely you encounter
barriers to completing the information caused by missed prototype delivery schedules,
incomplete or late information reviews, inadequate information from developers, and
incorrect information based on inadequate understanding of the product architecture. On
projects that are not related to product development, delays can occur for many of these
reasons as well as the politics of getting a policy or a procedure approved. Often the key
stakeholders have not been included in the communications about the project, and they
introduce new issues near the end of the development process.

You are also likely to encounter projects in which senior management has already estab-
lished a risk reserve. They just haven’t told you about it. They set an ambitious and short
project schedule, knowing full well that the risks make achieving the deadlines highly
unlikely. In many cases, project schedules are set to satisfy the demands of stock analysts
rather than to account for the real time it will take to complete the project successfully.

Standard project phase

Promised
delivery date

Phase 1: Planning
10 hours

Phase 2: Design
20 hours

Phase 3: Development
50 hours

Phase 4: Production
20 hours

Phase 5:
Evaluation

High risk project phase

Risk Reserve
20 hours

Phase 4: Production
16 hours

Phase 3: Development
40 hours

Phase 5:
Evaluation

Phase 1: Planning
8 hours

Phase 2: Design
16 hours
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Best Practice—Estimating the project resource requirements
By this point in your project analysis and planning, you have two critical pieces of
information at hand to use in estimating the resources you will need to complete
the project successfully and by the deadline: your estimate of scope (number of

topics, number of pages) and your dependencies calculation. By multiplying the two
together, you know the total number of hours your team requires to complete the project.

For example, the project outlined in Table 16-11 indicates that your team will produce
four deliverables: a 50 to 60–page user guide, two 20-page training manuals, and 75 to 80
topics for a help system. 

Table 16-11: Sample Deliverable List for the MarketTarget Project

Document Title Part# Delivery Languages %Changed Page 
Method Count

Business Owner’s User Guide 1234 Print 0 50–60

Business Owner’s Training Manual 1234tr2 Print 0 20

End-User Help System 1234hp HTMLHelp 0 75–80 topics

End-User Training 1234tr2 Print 0 20

You know that a user guide for a new software product, in your experience, averages
4.0 hours/page to complete. The four hours accounts for time spent

✔ learning the product

✔ creating the content with several drafts

✔ editing the content

✔ incorporating reviews

✔ testing the information against the product

✔ managing the project

✔ getting everything ready for production

✔ coordinating translation activities

✔ managing production activities

Note that only about half the allotted time is for actual content creation.
However, you have applied the Dependencies Calculator to this project, finding that

the project is much more difficult than average.
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390 Part 3: Project Management

✔ Product stability = 4 (1.10)

✔ Information availability = 4 (1.05)

✔ Prototype availability = 4 (1.05)

✔ SME availability = 4 (1.05)

✔ Review experience = 4 (1.05)

✔ Writing experience = 2 (0.95)

✔ Technical experience = 2 (0.95)

✔ Audience awareness = 3 (1.00)

✔ Team experience = 4 (1.05)

✔ Tools experience = 5 (1.10)

You have calculated the total dependencies factor as 1.39, definitely a high-risk project.
Next, apply the dependency factor to your average hours per page:

4.0 x 1.39 = 5.6

Because of the risks involved, your new hours per page for this project is 5.6. Given a
60-page user’s guide, the total time you need is

5.6 x 60 = 335 hours 

You want to use the same hours per page for the 40 pages of training material you are
going to create:

5.6 x 40 = 224 hours

Now look at the help system. In your experience, building a comprehensive help sys-
tem with entirely different information than you will put into the user’s guide requires
approximately 3 hours per help topic. You believe that the dependencies factor for the
help is the same as for the documents and training material. Your calculation produces
the following result:

3.0 x 1.39 x 80 help topics = 334 hours

If you add together all of the pieces of the project, you have the total hours for the
information-development project:

335 + 224 + 334 = 893 total project hours

In reviewing the initial project estimate, you have completed the following calculations:

1 Calculated the total number of pages and help topics you will develop for the 
project.

2 Consulted your project histories and previous experience to determine the average
time your team needs to develop user guides, training materials, and a help system.
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3 Calculated the dependencies or risk factor associated with this project.

4 Multiplied the total number of pages times the average hours per page times the
dependencies factor for each deliverable type.

5 Added together all the total hours for all deliverables to calculate the total number
of project hours required for this project.

Note that your calculations do not include project time that is the responsibility of peo-
ple outside of your immediate team. You have accounted for neither the time spent in
reviews by the product developers nor the time they spend communicating with the
information developers. You have not calculated the time spent by graphic designers or
illustrators if they are needed to prepare materials for the information products. You have
not included the time spent on translation or localization either. Each of these activities
may be included in your estimate either as distinct line items in your calculations or as
additions to the average hours per page or topic that you use to determine the total hours
for the project. 

However, it is always risky to add in hours for people whose schedules you cannot con-
trol. You probably have no history of their work on information-development projects. They
may, as in the case of translation and localization, be outside vendors who will estimate
their own part of the project and give you a schedule and cost to meet your deadlines. 

Estimating staff requirements
Based upon your total hours calculation for the project, estimate the number of full-time
equivalent staff members you will need to complete the project by the deadline. In the sam-
ple project calculation, you found you needed 893 total project hours to produce the deliv-
erables you have identified in your project scope analysis. 

A staff member is typically able to devote 30 to 35 hours per week to project work,
allowing for minor personal or sick leave or other non-project work that must also be
accomplished. Based on a 35-hour week, an 893-hour project required 251⁄2 weeks to com-
plete for one person doing all the tasks, including the project management, research,
design, writing, editing, revising, translation coordination, and final production. A
25-week project represents about half a year, without time off for holidays or vacations. 

If you must complete the project in less time or cannot devote one individual to the
project full-time, you will have to divide the project among several staff members, each
doing a specialized part of the job. Your project may include you as the project manager,
an editor, an information architect, a translation coordinator, and a production specialist.
Your entire team will take responsibility for the total of 893 hours among them. In the next
chapter, you learn how to create a project spreadsheet that shows you how to divide
hours and schedule among all the information-development team members.

You have already included all your team members in the roles and responsibilities sec-
tion of your Project Plan. You have yet to assign them to specific tasks and schedule mile-
stones for the project.
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It is highly likely that you will discover that you do not have sufficient staff to accom-
plish all the tasks represented by the total project hours you have calculated before the
deadline. In this case, you will need to take one of three courses of action:

✔ Add staff members to the project until you have sufficient hours scheduled to
cover your project estimate.

✔ Decrease the scope of the project (i.e., number of deliverables, topics included, and
so on) until you have deleted sufficient hours to accomplish the project with the
staff you have assigned.

✔ Decrease the quality of the project by omitting steps in the process, such as edit-
ing, reviews, testing, quality revisions, and other activities that will diminish the
effectiveness of your information products for the customers.

Obviously, the last course of action is generally not considered desirable by most infor-
mation developers. It is far better to add people to the project or decrease the scope than to
take steps that affect the quality of the work. However, in real projects, quality is often com-
promised to meet schedules and maintain minimal staff. Many projects omit critical time for
quality assurance activities, such as developmental editing, testing the topics against the
product, coordinating content with other information developers, or responding to project
scope and content changes. Whenever you omit critical activities from your organization or
from particular project schedules, you are affecting the quality of the products. 

You know that sometimes lower levels of quality are acceptable in elements of an infor-
mation-product portfolio because certain products and projects are deemed less important
to company or organizational goals and commitments to customers. Use the information
you have developed through portfolio analysis to help you make the appropriate quality,
scope, and resource decisions as project manager of a particular project.

Calculating project costs
Total project costs always begin with the cost of the people assigned to the project. Once
you have the total number of hours needed to complete the project, you can easily calcu-
late the people costs by multiplying the total hours by the average cost per person. To do
so, you must use the fully burdened rate for staff members in your organization. The fully
burdened rate includes salary, all taxes and benefits, and all overhead. In the US, a typical
fully burdened cost of a full-time information developer is $125,000 per year, based on an
average salary of $62,500 per year. Given holidays, vacation, and other time off, the aver-
age worker in the US works about 1,900 hours per year. That comes out to approximately
$66 per hour. If you multiple your total hours by $66 per hour, you will have a reasonable
estimate of the people costs of your project.

893 total project hours x $66 dollars per hour = $58,938

If you have a finance organization, they should be able to tell you the hourly rate for
the people in your department. If it’s significantly less or more than $66 per hour, ask how
the calculation is done.

If you have other costs associated with your project, such as printing, distribution, and
translation costs, you will need to add those based upon your own calculations or the esti-
mates you receive from outside vendors. 
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Deciding if you can make the deadline
Consider how to interpret the total hours you have calculated. Do you have enough time
and resources to complete the project? How can you tell?

Let’s say that your project is scheduled to be completed, start to finish, in six months,
and you have one information developer assigned to create all the materials you need. In
six months, you have about 875 available hours, if no one is ever sick or takes time off and
can devote about 80% of total time to the project each week. 

25 weeks x 35 hours per week = 875

That means you can easily complete your project in six months, especially if you assign
the project management time needed to yourself. 

But what happens if the project must be completed in four months? Instead of 25
weeks, you have only 15 weeks to work or 525 hours. What do you do?

✔ Ignore the calculations and pray that you can still complete the project with one
information developer (and nothing happens to that individual).

✔ Increase the time available by doing some of the writing yourself.

✔ Find another writer to bring into the project after the initial planning phase.

✔ Assume that the project deadline will be extended (which may actually happen
given the high-risk associated with the shortened development effort).

✔ Decrease the scope of the project by eliminating one or more of the deliverables to
bring the project down to 525 hours.

✔ Decrease the quality of the information development by eliminating quality assur-
ance and other parts of the process and reducing the hours per page or help topic
below your average.

Rather than engage in wishful thinking or compromising quality, your best alternative
is to increase the staffing on the project. If that isn’t possible, you should next consider
decreasing the project scope. If the project is extended, as you suspect it will be, you may
be able to add the deliverable back into the project. However, if the project is extended, it
is highly likely that the product will have changed, requiring the addition of topics or the
revision of topics with changed content. 

Preparing to adjust your estimates
At this point in your planning process, you have a complete plan and an initial estimate of
the hours required and the cost of those hours for your project. You’ve followed a sound
estimating process based on careful and thorough consideration of the goals, scope, and
complexity of your project. You’ve also accounted for your experience with previous pro-
jects and analysis of project histories to arrive at your average number of hours per unit of
deliverables. 
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Nonetheless, your project estimate is not without risk. You have a considerable number
of unknowns to account for, including your estimates of scope and risk. You must prepare
to adjust your estimates as the real project emerges. 

Your initial estimate for the project is probably the most unreliable estimate you can
make because you are dealing with so many unknowns. The unreliability of estimating
causes many people to decide it’s not worth doing at all. Or they develop an initial Project
Plan and estimate the project, only to put all of their work on a shelf and forget it as the real
project emerges. They move from a doubtful estimate to complete reactionary chaos with
no idea if they can actually make their deadlines without severely compromising quality.

The alternative is to understand the nature of project planning. Projects change. The
best laid plans go astray. Your first estimate is the worst one you’ll do because you know
the least. You need to go back to your estimate whenever you find that a change is occur-
ring in the project and redo the estimate. Here are some early warning signs:

✔ The developers are too busy and frantic to talk to your information developers.
You hear rumors of big problems with the technology.

✔ Marketing and others are continually adding new features and removing others,
increasing the instability of the project.

✔ The prototype you expected last week is nowhere in sight.

✔ Your information developers tell you that they can’t nail down the feature list, and
no one has an interface design for them to study.

✔ The VP of development has unexpectedly announced his immediate retirement.

✔ Half of the developers have quit.

✔ The overall churn on the project has increased, meaning a lot more meetings and
grumbling in the hallways.

In any event, be prepared to quickly  reestimate your project and make adjustments to
scope, quality, schedule, and resources as you respond to change. Chapter 17: Implementing
a Topic Architecture and Chapter 19: Managing as the Project Changes cover the process as
you move through the design and development phases of the project.

Summary
In this chapter, you learned to develop a Project Plan to document your vision for the pro-
ject and its audience and scope. You included details in the Project Plan to provide a clear
and comprehensive roadmap of the project deliverables, schedule, budget, and required
resources. You stated your basic assumptions about the project, assumptions that relate to
the risks that you face and the dependencies that will affect the success of your project.
You also calculated the risks and dependencies associated with your project and used the
results of your calculations to estimate the total hours and budget for your project.
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Finally, you analyzed the estimate in relationship with milestones and deadlines and
decided whether the project can, indeed, be accomplished with the resources that you have
assigned. If you found that the resources are not adequate, you consulted the portfolio
analysis that you or a more senior information-development manager in your organization
developed. Through portfolio analysis, you can decide if you need to cut back on your
vision for the information, your definition of project scope, or your resource estimate so
that your project is aligned more satisfactorily with organizational goals and commitments.

Now you are ready to start the design work and add detail to your management plan.
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“We can organize the content topics into a map.”
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Implementing a
Topic Architecture

An information architect must learn about business goals and
context, content and services, and user needs and behavior;
and then work with colleagues to transform this balanced
understanding of the information ecology into the design of
organization, labeling, and navigation systems that provide a
solid but flexible foundation for the user experience.

—Peter Morville

Applying your information architecture to individual projects and
areas of content requires that every team member understand the
organization-wide Information Model. Your Information Model
provides the framework for creating, managing, and publishing
the content needed by information users in your organization
and among your customers. The primary components of an
Information Model are

✔ the standard patterns and the specific content plans for
the output your organization will deliver to users

✔ the information types that encompass the information to
be authored

✔ the internal structure of those information types, embod-
ied in content units

✔ the metadata schema used to describe each information
object or content topic you create

✔ the strategy you will use to optimize the management
of content in your organization’s repository, avoiding
duplication of topics and proliferation of topics that pro-
vide little value to the customer
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Mature information-development organizations have always developed consistent
structures for the content they create and deliver, although they have rarely referred to
those structures as an Information Model. Nonetheless, these organizations have agreed
to follow standards to develop their content, often by defining consistent sets of tables of
contents for particular documents such as installation, administration, user, and other
guides. In many cases, information developers in these mature organizations have fol-
lowed standards to structure their content, especially step-by-step procedures and refer-
ence data. 

Immature organizations, typically at Levels 1 and 2 of the Information Process Maturity
Model have left the design of documents to individual authors. They have often limited
their structure to the formats of the output by defining layout and typography. Although
heading levels and bulleted list styles may be consistent across a library of documents and
some aspects of the writing style specified, the content is rarely standardized. Rather, the
approach to the content is left in the hands of the authors to use their own best judgment in
approaching a subject area for a specific audience.

If your goal includes moving your organization to more mature processes and informa-
tion models, then you cannot afford to leave the information planning to individuals
working in isolation. Each project manager or lead information developer in your organi-
zation must take responsibility for working with the entire team of information develop-
ers to plan the particular content for the next product release in collaboration with other
project managers. Project managers or lead information developers must work in close
collaboration to ensure that the most efficient and effective way of developing content
takes place, even though individual teams may be working on different parts of the prod-
uct. Each manager must not only apply the standards of the Information Model to the
deliverables of his or her project but must also coordinate with other project managers to
take advantage of opportunities to share content across product lines.

Whether you are managing an individual project or managing the portfolio of projects
your organization supports, you must apply the standards of your organization’s
Information Model to your project’s information plan. In the previous chapters, you
learned about developing the components of an information plan, and you learned to esti-
mate the scope and degree of difficulty of your projects. Estimating the project scope
includes estimating the number of topics that must be written new or revised. Deciding
which topics your authors need to write requires that you apply the overall Information
Model to the particular demands of each project and use the outcome of your initial plan-
ning to coordinate with the leaders of other teams.

Best Practices in Implementing 
a Topic Architecture
As you begin to plan your project, you must initially research the overall plans for the
larger project in which your team takes part. The project may involve the development of
new versions of existing hardware or software, entirely new products or services, or
updates of existing policies and procedures.
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Your team is typically responsible for defining each of the project deliverables in the
project information plan and extending the information plans into detailed analyses of the
topics to be written for each deliverable. Those topics might be combined to form chapters
and sections of print or PDF deliverables or sections of a website or help system. If you
are implementing DITA (Darwin Information Typing Architecture), the topics are written
independently and then assembled into DITA maps to create the deliverables.

Once you understand the user scenarios that your information deliverables must sup-
port, your team can develop tutorials to support the scenarios and begin to list the tasks
that will enable the users to reach their goals. From an initial list of tasks, your team
decides which conceptual, descriptive, and reference topics are needed to support task
performance. These are added to form a complete annotated topic list for the project. If
you are working with existing content, your annotated topic list includes notations that
separate the topics into action categories such as new, major modification required, minor
modification required, no change, and remove.

With your topics defined and the work to develop them estimated, you should map
your topics into the hierarchical and networked structures you require for the deliverables.
A DITA map enables you to create a table of contents for a print, PDF, web, or help system
output and establish parent/child relationships among the topics. These parent/child rela-
tionships become simple links in HTML or help systems. You can also establish more com-
plex relationships in your DITA maps by using DITA relationship tables, thus creating links
between tasks and reference items or other defined relationships.

With your project detailed deliverables planned and recorded in an annotated topic list
and your DITA maps, you can provide your content plans to the reviewers for feedback.
As your team begins to develop the topics, you are likely to make frequent changes to
your topic list and deliverables plan, adding, deleting, and modifying topics and chang-
ing hierarchical arrangements.

When you have topic under construction, team members must add index terms and
metadata to the topics.

The following four best practices provide details to support the implementation of your
information architecture to a specific project.

✔ Developing content plans for each project deliverable

✔ Mapping hierarchies and creating related-topic links

✔ Developing indexes and assigning metadata

Best Practice—Developing content plans 
for each project deliverable
An Information Plan for a new project or set of new projects describes the strategy

you plan to use to meet the needs of your customers. As a high-level analysis of the pro-
ject requirements, the Information Plan identifies those who will need the information
produced and defines the goals of the project in business terms. It also contains your ini-
tial estimate of the scope of the projects and the project costs in people, tools, and external
contracts for activities such as localization, translation, printing, and delivery. As such, the
Information Plan defines the business of the project.
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23_777110 ch17.qxp  11/15/06  4:32 PM  Page 399



400 Part 3: Project Management

The Content Plan defines the information you intend to plan, produce, and deliver to
customers. At one level, your Content Plan describes the final deliverables of the project
and identifies the particular audiences or job roles for which the deliverables are planned.
For example, the content plan for a typical information-development project may include
such final deliverables as printed installation instructions, an online help system embed-
ded in the user interface of the product, a user guide provided as a PDF on a website or a
CD, and an administrative guide available on the website in HTML format. 

The Content Plan defines each deliverable by accounting for the content to be included.
In a book-based Information Model, the content might be defined using multiple tables of
contents, one for each deliverable. In a topic-based Information Model, the content might
be defined as sets of stand-alone topics hierarchically arranged in tables of content or pre-
sented as a network of hypertext links on a website or a help system. In each case, the con-
tent itself is defined in the context of how it will be organized for use.

At the core of the Content Plan is the subject matter that the information developers
will produce for the product or information release to the users. In many cases, a sched-
uled product release defines the information to be released since the information supports
the use of the new or redesigned product features and functions. In some cases, especially
when you release information to users independent of a product, you define the specific
information that will be made available in the next delivery, whether that delivery is one
new or revised topic or many.

If you are planning the content for an individual project or set of projects, you begin with
your organization’s Information Model. The Information Model provides you with the
available selections for deliverables and provides standards for their design and packaging.
For example, a well-defined Information Model describes the standard content organization
for information that supports specific job roles. Your model should define the general
sequence to be followed for all installation, administrative, troubleshooting, or other manu-
als. By following the standard organization of the content, you ensure that your information
will be consistent with the organizational standards and be familiar to the user community. 

The standard organization for an installation guide might define components like those
in the illustration in Figure 17-1.

1 Overview of the installation process

2 Required equipment and other prerequisites

3 Installation procedures

4 Validation and verification of the installation

5 Troubleshooting the installation

Although the design standard dictates the larger structures for the parts of the installa-
tion manual, it does not account for the specific topics that your project teams need to
develop. The process of developing the topics they intend to write requires that the pro-
ject team review all product specifications and other information available to them and
through meetings with product managers and development project leads. The process dif-
fers, of course, depending on whether your team is working on a new release of an exist-
ing product or process or the release of a new product or process.
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Figure 17-1: Standard organizational design for an installation guide

Begin with user scenarios and use cases
To develop the Content Plan for your project, the best place to begin is by understanding the
user scenarios and use cases that the product or service supports. In Chapter 7: Developing
User Scenarios, you find a complete discussion of how to identify user scenarios, based on
your customer research and the information available to you from product marketing or
other internal resources. If your marketing organization and the product developers create
use cases to guide product development, you have a good resource. Use cases should
describe how a new product feature or function is intended to be used. A user scenario
describes the users’ situation of use in terms that extend an otherwise development-oriented
use case. 

Installation Guide

Overview of the Installation Process

Required equipment and other prerequisites

Installation procedures

Validation and verification of the installation

Troubleshooting the installation
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Developing Use Cases
In a project involving a small business phone system, Comtech worked closely with product marketing to
understand the user scenarios involved with administering the system. Marketing explained that the system was
designed to be administered by a person in the organization who probably had little or minimal experience
doing administration tasks. Most small businesses identified as potential buyers of this new product had no one
dedicated to handling the phone system. In fact, any previous system they might have had required a technician
from the manufacturer to change settings. The new system was being developed so that the administrative tasks
could be done by an inhouse employee of the business.

continued
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402 Part 3: Project Management

This scenario guided the development of the administrator’s guide, which included a
brief practice exercise or tutorial so that a new administrator would feel comfortable using
the keypad to make a change. The tutorial also explained how to log in and where to find
the administrator’s login and password. The guide itself was organized into two major
sections: the first provided step-by-step procedures to make changes to individual phones
since these tasks were most likely to be performed by inhouse administrators. The second
provided step-by-step instructions for making changes to all the phones at once, less
likely after the installers developed the initial configuration and much more risky for an
inhouse person.

As you can see, the scenarios guided the development of the information. The analysis
resulted in a topic-oriented approach with very simple step-by-step instructions and mini-
mal conceptual information. To further develop the content plan for the project required
understanding the various functions that the administrator and the end users could con-
trol for themselves. 

Develop an annotated task list
In most projects of this kind, you can next focus your analysis on the tasks that users will
want to perform. The initial task list is derived from the user scenarios and use cases that are
guiding the product development. As you and your team members research the project
specifications and other information from marketing and development, you begin to assem-
ble a list of the tasks that you will include in the product information. Tasks support the
majority of users of most products. They simply want to get work done as quickly as possi-
ble and with minimal learning about the product. They are strictly “how do I ...” users. The
topic-oriented list of tasks for the small phone administrators appears in Figure 17-2.

Developing Use Cases continued

The use cases described how the inhouse administrator would use the phone interface to set up the functions
for all the phones in the company and apply individual settings to particular phones. By typing codes into the
phone using the keypad, the administrator could, for example, keep outsiders from using the phone in the lobby
to make long-distance calls. 

A typical user scenario would read as follows:

Janice wants to ensure that no one visiting the company uses the phone in the lobby to place long-distance calls.
The company has had problems with long-distance charges on that phone. However, she does want to permit
the visitors to use the phone for local calls and internal calls to people they are visiting. Janice consults the
administrator’s guide to find the instructions for restricting long-distance calling on a particular phone. She
notices that she has to log in first and type a sequence of numbers and letters. It doesn’t look easy. She’d like to
practice before she tries a real change. 
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Figure 17-2: List of administrator tasks for the small business phone system

Turning alarms ON and OFF
Answering a ringing line with the hold button
Changing the 'automatic connection to a ringing line'
Turning call forwarding ON and OFF
Changing 'call forwarding to an outside line'
Changing 'ring telephone once when call forwarding'
Choosing call waiting reminder tones
Clearing personal station programming
Changing the conference call capability
Turning dial '9' access ON and OFF
Allowing do not disturb
Barging in on calls
Changing the group listen
Allowing the use of the DISCONNECT button with the headset
Allowing the use of a DSS button as a hold button
Allowing transfer hold using DSS button
Putting a line on hold when selecting another line
Allowing a program key
Allowing extended key programming
Changing the 'hands-free voice announce' capability
Changing the hands-free dialing capability
Changing the 'on-hold monitoring' capability
Changing the full speakerphone capability
Transferring calls without screening
Designating night answer
Designating a system manager master station
Removing call waiting tones and preventing executive override
Turning 'common audible ringing' ON and OFF
Change the line-to-line connection
Allowing system-wide music on hold
Changing the night restrictions setting
Setting the hour and minute for night restrictions to begin and end
Setting an 'around-the-clock restriction
Changing the attendant night service key
Setting the system speed dial codes
System time and date
Changing the duration for line-to-line forwarded calls
Changing the call pickup timing
Changing the first hold recall time
Changing the second hold recall time
Changing the line-to-line connection timer
Changing the transfer return call time
Changing the outpulse tone duration
Modifying the day and night restrictions
Changing the day restrictions
Changing the night restrictions
Programming system-wide account codes
Using the activation button
Programming frequently used account codes
Programming account codes with speed dialing
Reading BCD Values

Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task

Topic Title Info Type
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404 Part 3: Project Management

In a traditional book-based Information Model, individual information developers typ-
ically develop their own tables of contents for the books they are assigned to write. Each
table of contents or topic list is independent of the other tables of content or topic lists,
resulting in duplication of effort unless care is taken to coordinate the topics. In a topic-
based Information Model, the topic lists are created by the entire project team, often in
collaboration with other project teams at the management level. A single topic list for a
project helps to ensure that topics are written once and used in their appropriate contexts.
However, developing a single list requires a collaborative team in which the outcome of
preliminary research into the project is shared among team members and the team
decides what information is needed to support the user scenarios.

In most development organizations, the list of tasks evolves as the project develops and
then changes. However, the initial task list provides you with an opportunity to estimate
the scope of the project and assign resources. 

One of the most important issues in developing your task topic list is developing a set
of user-focused titles for the tasks. Too often, your first exposure to the tasks comes from
the product specifications, rather than from well-defined user scenarios. Often, the names
of the product functions are too technical or are specific to the product developers rather
than the names that are easily identifiable to the users. You have to work carefully to
develop titles that are meaningful so that users can match their goals to the titles in the
documents and find the procedures that help them achieve their goals quickly. If you are
working with legacy content, you may have to review and revise task titles so that they
are more user-oriented.

Add conceptual and reference topics
After you have outlined the tasks and given them user-oriented titles, you need to con-
sider what conceptual or descriptive information your users need to perform the tasks
successfully. In many organizations, conceptual information, particularly descriptions of
product functions, are copies from marketing reports and product specifications, not
because they help users reach their goals but because the information is available. Much
of the information included in user content is “nice to know” but not needed. If you can-
not clearly link a description of a function or a basic concept to task performance, consider
if it is needed in the information collection at all. If you are following a minimalist agenda
in your content planning, you will minimize the amount of information that you expect
users to read and understand before they get to the tasks they want to do. Unless your
users are very experienced in their task domain and willing to spend time becoming
expert in your product, they are likely not interested in concepts and descriptions unless
they absolutely need them to succeed.

In traditional book-based projects, concepts are often duplicated among the books
being developed. In many cases, the concepts are written differently by authors who are
unaware that colleagues are writing the same information. Sometimes the conceptual
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information is treated differently, depending on the needs of the audience. However, the
differences can often be incorporated into a single master concept rather than maintaining
the information in multiple sources. In many book-based project environments, not only
are concepts duplicated, but the product may never be completely explained because the
conceptual information is developed independently by many authors rather than being
treated as a whole.

In a topic-based environment, the collaborative project team should define the concep-
tual information that provides a good introduction to the product’s functionality and
features and support the expert users who want to understand more thoroughly how
the product is supposed to work or users who need to understand basic functionality to
perform tasks correctly. If the conceptual information is designed by the collaborative
team, then individual concept topics can be used in collections as needed to support task
performance. 

Descriptions of product features and functions may be useful to users but only if they
are directly related to tasks. In many cases, the functional descriptions can be provided as
brief context statements in the task itself rather than in pages of descriptive text isolated in
introductions or introductory sections of chapters. Many tasks need no context at all. They
are adequately described by the title of the task and a short description.

Some of the best conceptual information describes the way in which a product is archi-
tected, which may help expert users better understand how parts of their systems work
together. Process descriptions that explain the interrelationships of system parts and the
flow of information through a system are often genuinely useful to provide an overview
of a set of tasks. 

An ideal concept contains a standard set of content, beginning with a definition of the
concept itself. For example, a beginning concept statement might read as follows:

Call log

A call log stores information about up to the last 10 missed, 10 received, or 10
dialed calls. It also adds the total duration of all calls. When the number of calls
exceeds the maximum, the most recent call replaces the oldest.

This statement answers the question: “what is . . . ?” and, in the final sentence, explains
how the call log functions.

Following the key definition, a concept may contain an extended definition, usually cov-
ering the parts of the concept, and a set of examples that explain to the user how the con-
cept applies to the product he or she is using. Concepts may also contain non-examples,
accounts of what the concept is not.
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406 Part 3: Project Management

The following paragraph explains what a timed profile is and provides examples of
its use:

Timed profile

Timed profiles can be used to present missed calls. For example, suppose you
attend an event that requires your phone be set to Silent before the events starts,
but you forget to return it to Normal until long after the event. During this time,
you have missed several calls because the ringing tone was silent. A time profile
can prevent this by automatically returning your phone to the default profile at
the time you specify.

Conceptual information like this is best presented immediately in the context of the text
and before the procedure.

Reference information, unlike much descriptive and conceptual, is often essential to
task performance. For example, a technician needs a table that lists and describes the envi-
ronmental requirements of a site before installation can begin. A planner needs a list of
parameters about a product to use when deciding on a configuration. An end user may
want to know what the buttons on the remote control are used for. A programmer may
want a list of commands and examples of their use. 

When reference information is embedded in a concept or a task, it is often more diffi-
cult for the user to find and the author to update. By separating reference information and
maintaining it independent of other content, you increase its accessibility and make it eas-
ier to change. 

Your information architect may want to define additional information types with tem-
plates that facilitate the authors. I created a policy information type for the American Red
Cross so that policies would be consistently framed and contain information expected
by the reader. A telecommunications company created an information type that enforced
for authors and readers a standard presentation of a system alarm and its resolution.
The semiconductor industry developed a standard information type for its technical
datasheets, describing the functionality of a chip. A learning organization developed a
standard for the tests given at the end of a technical course. Each of these information
types encompassed key reference information needed by the user community.

Once you have identified the required conceptual and reference information, add it to
your topic list, as illustrated in Figure 17-3. You can create one long list or different lists
for different information types. If you use a single list, indicate which topics are tasks,
concepts, or reference.
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Introduction
What features can I change?
Understanding this guide's conventions
Equipment
Using the telephone to modify features
Before you begin modifying features
Understanding the features section
Using the ON-OFF lamps
Changing the feature values
Using the keys, buttons, and feedback tones
Using the pound and star keys
Using the dialpad keys and buttons next to the lamps
Understanding the feedback tones
Modifying telephone and system features
Tutorial for modifying a telephone feature
Logging on
Targeting a station
Identifying the feature
Changing the lamp settings
Exiting the management code
Logging off
Tutorial for modifying a system feature
Logging on
Identifying the feature
Setting a multiplier
Changing the feature value
Exiting the management code
Logging off
Overview of telephone features
Telephone features
Turning alarms ON and OFF
Answering a ringing line with the hold button
Changing the 'automatic connection to a ringing line'
Turning call forwarding ON and OFF
Changing 'call forwarding to an outside line'
Changing 'ring telephone once when call forwarding'
Choosing call waiting reminder tones
Clearing personal station programming
Changing the conference call capability
Turning dial '9' access ON and OFF
Allowing do not disturb
Barging in on calls
Changing the group listen
Allowing the use of the DISCONNECT button with the headset
Allowing the use of a DSS button as a hold button
Allowing transfer hold using DSS button
Putting a line on hold when selecting another line
Allowing a program key
Allowing extended key programming
Changing the 'hands-free voice announce' capability
Changing the hands-free dialing capability

Concept
Concept
Reference
Reference
Concept
Reference
Concept
Concept
Concept
Concept
Reference
Reference
Reference
Concept
Tutorial
Tutorial
Tutorial
Tutorial
Tutorial
Tutorial
Tutorial
Tutorial
Tutorial
Tutorial
Tutorial
Tutorial
Tutorial
Tutorial
Concept
Reference
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task
Task

Topic Title Info Type
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408 Part 3: Project Management

Topic Title Info Type

Changing the 'on-hold monitoring' capability
Changing the full speakerphone capability
Transferring calls without screening
Designating night answer
Designating a system manager master station
Removing call waiting tones and preventing executive override
Overview of system features
System features
Turning 'common audible ringing' ON and OFF
Dropping out of a conference call
Change the line-to-line connection
Allowing system-wide music on hold
Night restrictions
Night restrictions table
Changing the night restrictions setting
Setting the hour and minute for night restrictions to begin and end
Around the Clock restrictions
Around the Clock restrictions table
Setting an 'around-the-clock' restriction
Changing the attendant night service key
Setting the system speed dial codes
System time and date
System timing
Changing the duration for line-to-line forwarded calls
Changing the call pickup timing
Changing the first hold recall time
Changing the second hold recall time
Changing the line-to-line connection timer
Changing the transfer return call time
Changing the outpulse tone duration
Overview of telephone and line restrictions
The restriction table
Restriction levels
Modifying day and night restrictions for telephones and lines
About modifying telephones and lines
Modifying the day and night restrictions
Day and night restrictions section
Restrictions features
Changing the day restrictions
Changing the night restrictions
Overview of SMDR
Call record
Field descriptions on call record
Date record
Using account codes for SMDR
Programming system-wide account codes
Using the activation button
Programming frequently used account codes
Programming account codes with speed dialing
Reading BCD Values
Station Characteristics Form

Task
Task
Task
Task
Task
Task
Concept
Reference
Task
Concept
Task
Task
Concept
Reference
Task
Task
Concept
Reference
Task
Task
Task
Task
Concept
Task
Task
Task
Task
Task
Task
Task
Concept
Reference
Reference
Concept
Concept
Task
Reference
Concept
Task
Task
Concept
Concept
Reference
Concept
Concept
Task
Task
Task
Task
Task
Reference
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Figure 17-3: Concepts and reference added to the topic list

Add annotations to your topic list
For a new product or service, all the topics in your topic list will be new. For updates to
an existing product or service, you will have a combination of new and existing topics.
Annotate your topic list, indicating which topics are new and which already exist. For
the existing topics, indicate which topics require modifications for the next release of the
product or service. If necessary, you may want to indicate which topics require major and
which require minor modifications.

If your organization is creating standalone topics stored in a file or a content manage-
ment system, indicate in your annotations the topic file name and the person responsible
for creating and modifying the topic. The information you provide in the annotated topic
list will be important to identify the project scope and estimate its resource needs.

Figure 17-4 shows an annotated topic list that contains topics for the job role of
administrator. 

The complete list of topics for your project marks the essential content to be developed
and constitutes the core of your project Content Plan. It also associates the content with
particular job roles and ensures that content is not duplicated across job roles or product
or service types. For example, you may have a task, such as logging on the system, that is
performed by everyone from end users to administrators and maintenance technicians.
That task is listed only once in your annotated topic list. You may have different logon
procedures for different versions of your system. You may want to create one topic that
encompasses the differences, or you may want to create multiple topics if the differences
in the procedures are sufficient to justify the near duplication. Deciding when to create a
“master” topic containing all variations and when to create independent “sibling” topics
is a decision for your information architect.

Your annotated topic list provides you with a good start on your Content Plan but the
list alone is not sufficient. You need to determine how the topics will be used in the final
deliverables of your project.

Topic Title Info Type

System Characteristics Form
Automatic Night Restrictions
System Timing
Day and night restrictions
SMDR Account Codes
System Speed Dial Codes
System Speed Dial Buttons
Glossary

Reference
Reference
Reference
Reference
Reference
Reference
Reference
Reference
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412 Part 3: Project Management

Best Practice—Mapping hierarchies and creating 
related-topic links
In a traditional book-based environment, authors often develop the tables of con-

tents for their assigned book independently, although they may follow standards for the
organization of certain commonly developed books. In a topic-based environment, the
team determines which topics belong in which collections, as appropriate for the job roles
and product variations they support. Topics are assigned to one or more deliverables,
including print, PDF, help, web, or other.

If you are producing traditional books, you may still use a topic architecture and assign
topics to chapters and sections in your tables of contents. Only when you write the topics,
however, do you decide how the topics are related to one another. You may have some
topics that appear at the first order of headings in a chapter and other topics that appear
as second or third order headings. As a result, you cannot reuse a topic in a chapter in
another book without changing its heading level.

If you produce topics by mapping them into collections, you can establish the hierarchy
of the topics through the map functions. DITA maps, supported by the Darwin Information
Typing Architecture, enable you to arrange your topics at first, second, third, or other levels
in the hierarchy without resetting the heading level in the topic itself. The heading levels
are determined when a style sheet is applied to your topics to create final deliverables. A
same topic may be at the first level of heading in a print or PDF output but at a second or
third level of heading in a website or a help system.

Figure 17-5 shows the hierarchical arrangement of topics for the telephone system
administrator’s guide as a print or PDF output. Note that, in most cases, the concept top-
ics come before the tasks. 

The hierarchical arrangement of topics provides a linear sequence if you are producing
a complete book, as you would for printing or developing PDFs. The same hierarchical
arrangement, however, can be used to develop links between topics for a website or a
help system. In a simple hierarchy, you establish parent and child topics by virtue of the
hierarchy itself. If you have a presentation that allows hypertext links, the parent topic
contains a link to the child topics, and the child topics link back to the parent topic. You
can expand upon this simple hierarchy by using the DITA function called a relationship
table.

Develop a relationship table
If you plan to deliver a print publication or a PDF of that print publication, you will not
need a relationship table. A relationship table allows you to establish links for online
delivery in a help system or an HTML-based website of technical content. A relationship
table allows you to link topics in ways that go beyond the basic parent/child relationships
that you establish in your hierarchical presentation in your map.
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Figure 17-5: Administrator’s guide hierarchical mapping

Administration Guide

Getting Started
 What features can I change?
 Understanding the guide’s conventions
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 Modifying telephone and system features
  Tutorial for modifying a telephone feature
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Modifying Telephone Features
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  Stations
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 Overview
  Why modify system features?
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 Feature section
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  Night restrictions
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  System time and date
  System timing
Modifying Restrictions for Telephones and Lines
 Overview
  Why establish restrictions?
  How to use this chapter
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 Feature Section
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 Call record
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Appendix A. Reading BCD Values
Appendix B. Forms
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414 Part 3: Project Management

Take, for example, the instructions for logging onto the telephone system. At the begin-
ning of every task, the system administrator must log on. However, the steps to log on are
identical every time they are used. In the printed System Manager’s Guide, we chose to
print the logon instructions on the inner back cover of the book for easy access. The logon
instructions are also presented in the “Tutorial for modifying a telephone feature,” pre-
sented in the “Getting Started” chapter. This tutorial provides a basic instruction and
practice for the system manager to get started with a simple “modifying” task. The tutor-
ial references the instructions in the back inside cover for future reference. Each time a
task is presented, it begins with “Log on” but provides no additional information.

In an electronic version of the System Manager’s Guide, we would choose to link from
each task to the logon instructions. In a help system, this basic instruction might appear as
an expansion link presented in the context of each task for someone who is new or does
not remember how to logon. Figure 17-6 shows how the logon instructions might appear
as an expansion link. 

Figure 17-6: Logon instructions as an expansion link

To create such a link, you can develop a relationship table that links all tasks to the single
logon instruction. You list all the tasks in the task column of the three-column relationship
table and list the logon instruction as a reference item in the reference column. Nothing
appears in the concept column. Table 17-1 shows the resulting row of a relationship table.

Getting Started
 What features can I change?
 Understanding the guide’s conventions
 Equipment
 Before you begin modifying features
 Modifying telephone and system features
  Tutorial for modifying a telephone feature
   Logging on
   Targeting a station
   Identifying the feature
   Changing the lamp setting
   Exiting the management code
   Logging off
  Tutorial for modifying a system feature
 Modifying Telephone Features
 Modifying System Features
 Modifying Restrictions for Telephones and Lines
 Station Message Detail Recording (SMDR)
 Appendix A. Reading BCD Values
 Appendix B. Forms
 Glossary

Administration Guide Tutorial for modifying a telephone feature
 You may have a user in  your company who prefers to
 answer intercom calls manually because his or her job is
 confidential. You can program this telephone so that the
 speakerphone doesn’t answer intercom calls; he or she
 must lift the handset.

Logging on
 Before you can begin making changes, you must identify
 yourself by logging on with your system manager’s pass-
 word at a master station. For a quick reference, the inside
 back cover of this guide provides log on and log off infor-
 mation.
  On the master station telephone, use the dialpad to dial
 the following digits and symbols. Do not lift the handset or
 press the speaker button when you are programming.
  1. Dial 530
  2. Dial 797836 (the system manager’s password).
  3. Dial #
  When you press # you have completed the log-on
 procedure and sent the information to the system. After
 hearing a confirmation tone (beep beep), continue the
 following steps to modify a specific feature on a telephone.
 If you hear an error tone instead (beeeeep), the system has
 not accepted your entries. Redial the correct code and
 password and continue.

Targeting a station

Identifying a feature

Changing the lamp setting

Exiting the management code
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Table 17-1: A Relationship Table Showing a One-Way Link from Tasks to the Logon
Reference

Concept Task Reference

Turning alarms ON and OFF Logging onto the phone
Answering a ringing line with the hold button
Changing the “automatic connection to a ringing line” 
Turning call forwarding ON and OFF
Changing “call forwarding to an outside line”
Changing “ring telephone once when call forwarding”
Choosing call waiting reminder tones
Clearing personal station programming
Changing the conference call capability
(and so on)

In the next relationship table, two tasks refer to the three reference tables. To establish
the appropriate links, you might set up a relationship table as follows in Table 17-2.

Table 17-2: A Relationship Table Showing Two-Way Links between the Restriction
Tasks and the Relevant Tables

Concept Task Reference

Changing the day restriction DKTS Plus equipment only—restriction table
Changing the night restriction PBX/Centrex restriction table

Lamp settings to establish subitems and restrict levels

Use relationship tables when the relationships among your concept, task, and reference
topics are complex. By setting up relationship tables, you establish a mechanism to easily
change relationships without having to modify links in individual topics. Maintaining
links is much simpler.

Relationship tables are a DITA feature and are created in the DITA map.

Best Practice—Developing indexes and assigning metadata
Indexing and assigning metadata are integral steps in the development of your
final deliverables. They should be planned as part of your project and imple-
mented as your information developers create individual topics. Indexes support

print or PDF publications, as well as the electronic indexes included in help systems. They
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416 Part 3: Project Management

are designed to enable users to find information at a more detailed level than is typically
available in a table of contents. 

Metadata allows you to categorize your topics to match the way your users might be
searching for information on a website or in a help system. You may categorize your top-
ics by their information type (task, concept, reference, or other), by the audience for whom
they are intended, by the products that they support, or by many other categories.

Plan and develop an index
To plan and develop an index, begin with an analysis of the user scenarios. By profiling
your potential users for the information, you can better understand how they are likely to
look for information in an index. An index should contain terms that users are likely to
look up, which means that most primary (first-level) index items will be nouns. Actions
that support the tasks that are included among your topics become secondary (second-
level) index items. For example, in the System Manager’s Guide, you might index “call
forwarding” as a primary index item but introduce the task of “turning on and off call for-
warding” as a secondary index item. 

It is best to index a representative sample of the topics for a particular user group and
let that sample guide the rest of the indexing. By establishing a model for the index items,
you can ask the information developers to index each of the topics they write according to
the model as the topics are completed. Although you may have to return to the index dur-
ing a final review of the assembled deliverables, you will have a good start. You may have
to create additional index transformation when you review the draft index. For example,
you may have an index item that refers to all the forms in the deliverable, such as the
SMDR form as a secondary index item under the primary “forms” index item. You may
also want to index the SMDR form as a secondary index item under account codes, since
this form is used to establish account codes. The two index entries may look as follows:

account code

SMDR form

forms

SMDR account codes

For a library of deliverables intended for multiple users, you may find an advantage in
establishing a master index. A master index establishes the basic terms with which indi-
vidual topics will be indexed. You may decide, for example, that all forms should be
indexed according to their names as primary index items and listed as secondary index
items under a “forms” primary item. You may decide that index items should include
technical terms for the administrators and popular terms for the end users, even though
the terms refer to the same features. For example, you may use SMDR as an index item for
administrators because you believe that the abbreviation is commonly known among
experienced users, especially those users who will be involved with setting up Station
Message Detail Recording (SMDR).
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A master index helps to ensure that information in all the deliverables involving a
particular technology are indexed similarly. Users who need to access more than one
deliverable can thus depend upon the indexes to be consistent.

Plan and add metadata
By adding metadata to your topics, you enhance the ability of the users to find informa-
tion through searches online. In the small business phone system, for example, Comtech
wanted to assign job roles to each topic, defining the topics as appropriate for end users
of the telephone system or telephone system administrators or both. In the audience cate-
gory of metadata, we assigned values for telephone user and system administrator and
provided for either one or both to be selected by the information developer.

You might also decide that you need metadata that accounts for different telephone sys-
tem products or multiple releases of the same product lines. You might want metadata that
distinguishes basic tasks from advanced or more difficult tasks using a metadata attribute
called “importance.” Likewise, you may want to allow users to search only for tasks or
only for reference information among the topics, reducing the number of topics returned. 

User scenarios are once again the source for your decision making about metadata.
Consider how your various user communities may want to sort the information in your
topics. Typical metadata categories include audience, product, release, version, and plat-
form. You may need additional categories, depending on your user community and the
nature of your information. 

Your information developers must assign metadata as they create their topics. However,
much of the metadata you will want to include may be automatically inserted by your con-
tent management system or through default settings in your editor. It is important, how-
ever, to review the metadata being established to ensure that it is accurate. Incorrectly
entered metadata will return topics on searches that are not relevant to the users’ needs.

For more information on determining metadata requirements, see Content Management
for Dynamic Web Delivery and The Content Management Bible, listed in the bibliography.

Summary
Developing a comprehensive content plan and annotated topic list requires that you use
the standards established in your corporate or departmental Information Model. The
Information Model defines the information types and their allowed content units and pro-
vides standard outlines for classes of deliverables, including user and administrative
guides, programming manuals, command reference manuals, and any other collection of
topics that your users require. Your Information Model also defines the metadata you will
use to categorize the topics your team develops and provides a master list of index terms
used across the information libraries.

With an understanding of the standards established in the Information Model, you are
ready to embody those standards in your project plan. Your Information Plan sets the over-
all deliverables for your project, including all the print pieces and PDFs you will create, as
well as the content you will deliver to websites, help systems, and other deliverables. You
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418 Part 3: Project Management

must apply the standard set to your individual project. The Information Model prescribes
the information types and their allowed content for your organization. You must decide
which information types apply to your project and how you will apply them to the content
your team creates. 

As your project takes shape, your information developers research the use cases that
describe how users of all types will take advantage of the product or service functionality
that your larger organization is developing. Based on the product use cases, they define
user scenarios that lead to a comprehensive list of tasks that users need to perform to
reach their goals. Based on the task list, your team defines the concepts that users need to
understand to perform successfully and the reference information they will need to look
up. With this information in hand, your team develops an annotated topic list and a set of
maps that show how the topics will fit into the final deliverables.

As topics are developed and the product or service evolves, the topic list is likely to
change, sometimes daily or weekly. It becomes a working statement of your intended out-
comes for the project. 

As your information developers create new topics or modify existing topics, they add
or modify the metadata that describes the topics and add index items that are used to pro-
duce indexes for print and online deliverables.

The lists and notes you develop as you plan the content for the project becomes the key
source of data for the information project manager. The project manager uses the content
plans and topic lists to estimate the resources required to complete the project by the
deadline and produce the level of quality required by customers. The project manager
also uses the evolving list of topics as an indicator of changes in the scope and length of
the project. As the lists change, so must the estimates of resources and determinations
of the ability of your team to meet the deadlines.
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Oh, no!

“Where is the project heading? 
The tracks are getting ahead of us.”
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Keeping Your
Project on Track

Time is the scarcest resource and unless it is managed nothing
else can be managed.

—Peter F. Drucker

In preparing your Project Plan, you completed the Planning
Phase of your project, at least from the perspective of project
management. Depending upon the complexity and uncertainty
of the Planning Phase, you have used about 10% of the total time
of the project for planning activities. Throughout the design and
Development Phases, you are likely to spend between 5% and
20% of total project time managing the information-development
activities. The percentage of project management time depends
upon how difficult the project will be to manage.

At the beginning of the Design and Development Phases, you
and your team members already have the baseline information
you need to proceed with design and development. The major
activities associated with design and development are handled
by the information architect and the information developers
assigned to the project.

The information architect is responsible for identifying the
topics that must be created to produce each of the major deliver-
ables that are on your schedule. For example, the architect
knows what information is typical of your organization’s user
and installation manuals. If this is a new project, the architect
determines what topics need to be created to complete the user
and installation manuals, usually based on an analysis of the
information requirements of end users and technicians. The
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422 Part 3: Project Management

architect will also analyze the features and functions to be designed for the new or
updated product. During the Design Phase, the architect develops a list of the topics
needed to support the product customers, including the tasks to be performed, the con-
cepts needed to help understand the tasks, and the reference information that enables the
customer to accomplish the tasks correctly. The architect then associates the topics with
each deliverable, producing tentative tables of contents. If you do not have a dedicated
information architect, you might assign these duties to a senior information developer.

Although the information architect is primarily responsible for the topic list, in most
projects, the architect works closely with the individual information developers. The
information developers are usually closest to the product developers and adept at gather-
ing information about the features and functions being developed. The information devel-
opers consult the project requirements and specifications and discuss the product with the
engineers, developers, or other subject matter experts.

As the topic list is being planned by the information architect and the information
developers, the architect brings to bear upon the decision making the information gath-
ered about the customers’ requirements:

✔ Does the customer need minimalist information to get started, possibly through
quick reference material? 

✔ Does the customer need to understand why he or she would want to use this
product?

✔ Does the customer need comprehensive technical information about the product’s
architecture to be successful? 

Knowledge of the customers and their specific needs guides the development of the
topic list during the Design Phase of the project. For more discussion of the architect’s role
in the Design Process, consult Chapter 17: Implementing the Topic Architecture.

As the project moves from the Design to the Development Phase, the primary work is
shifted to the information developers and specialists in graphics and illustration, multi-
media production, and other information types that will be included in the final deliver-
ables. The information architect typically monitors the development activities, making
changes in the project architecture in response to changing project requirements. During
the Development Phase, the information developers research and create content. The
content is reviewed for completeness and accuracy by subject-matter experts and effec-
tiveness and usability by peers and developmental editors. Finally, by the end of the
Development Phase, the content has been edited for compliance to corporate styles and
approved for release to production. Figure 18-1 illustrates the importance of the
Development Phase.
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Figure 18-1: Design and Development Phases

The Role of the Project Manager
during the Design and Development
Phases of the Project
The role of the project manager during the Design and Development Phases is to monitor
the progress of the project and ensure that resources continue to be sufficient to complete
the work according to the key milestones and deadlines. Monitoring progress and ensur-
ing the schedule can be met are by no means simple and straightforward for most infor-
mation-development projects. The project manager is also responsible for negotiating,
facilitating, and resolving issues and conflicts.

In all but the most stable information-development projects, the project begins to
change almost as soon as the ink is dry on the Project Plan. The information architect
gathers additional information about customer information requirements, the product
development shifts direction in response to customer and competitive factors, and the
information developers themselves learn more about the details of the project from the
developers. That information helps deepen their understanding of the scope and com-
plexity of the project. All these changes to the project must funnel through to the informa-
tion project manager, who makes adjustments to the schedule, the deliverables, and the
risk analysis for the project.

Not only are you, as project manager, monitoring the changes occurring, but you are
responsible for communicating the impact of the changes on resources, budget, and sched-
ule to your management. As project manager, you have regular responsibilities for reporting
the status of the project to the various stakeholders. As you gather information from all of
your sources, you prepare regular status reports and alert stakeholders to the critical deci-
sions they must make if the project is to stay on track and deliver value to the customers.

In this chapter, you learn how to set up a system for tracking your project and report-
ing progress. In the next chapter, you learn how to monitor the project and respond to
changes.

Production
19%

Evaluation
1%

Planning
10%

Design
20%

Development
50%

Planning
Design
Development
Production
Evaluation
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424 Part 3: Project Management

Best Practices in Project Tracking
and Reporting
Based on the assumption that information architecture and information development are
being handled by your team members, as project manager, you will find six best practices
associated with tracking and reporting the status of your project to the stakeholders: 

✔ Developing a resource-tracking spreadsheet

✔ Moving from tracking deliverables to tracking topics

✔ Ensuring adequate resources are assigned to topic development

✔ Developing topic milestones

✔ Reporting progress

✔ Building your Project Management folder

Best Practice—Developing a resource-tracking spreadsheet
The project resource-tracking spreadsheet provides you with a useful initial view
of the project. The spreadsheet helps ensure that you have correctly assigned staff
members to the project so that it can be completed by the deadline. In Chapter 16:

Planning Your Information Development Project you calculated the total hours necessary
to complete your project, which had four deliverables: a business owner’s guide and
training materials and a help system and training materials for an end user. Based on your
previous experience with similar projects and your analysis of risk using the dependency
calculator, you estimated that the project would take 893 hours to complete. You have
about three months, or 13 weeks, to complete the project, because you have learned that
the end of March is the date for the final deliverables to be sent to translation.

The resource-tracking spreadsheet provides you with a graphical view of the project
and your staff resource allocations.

To prepare your resource tracking spreadsheet, you need to know

✔ each deliverable that your team will produce

✔ the total number of hours you have estimated are needed to complete the project

✔ the final project deadline and any key interim milestones and their deadlines

✔ the number of staff you have estimated that you will need for the project, including
information developers, editors, illustrators, production specialists, information
architect, and yourself as project manager

With this information in hand, you are ready to prepare your spreadsheet. Either use a
spreadsheet program such as Microsoft Excel or construct a spreadsheet by hand using
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old-fashioned ledger paper, whichever you are more comfortable doing. In either case,
you have a visual representation of your project that is quick and easy to construct. As the
project changes, you can easily update your spreadsheet with additional information.

Developing a complete plan with resources assigned to the entire schedule
In developing your project resource spreadsheet, follow these steps:

1 Create a basic spreadsheet shell for your project with the weeks or months of the
project along the top row (the X axis).

2 Label the first column, on the far left (the Y axis), with each of your deliverables.

3 Under each deliverable in the left column, add the names and the roles of each
person assigned to the project. If some staff members will work on more than one
deliverable, add their names to each deliverable.

The spreadsheet shell you construct will look like the one in Figure 18-2.
In the spreadsheet illustrated in Figure 18-2, your project is three months long and has

four deliverables. You have assigned five major roles to each deliverable: project manager,
information architect, information developer, and editor. Because the deliverables will be
translated into French, you have also assigned a localization coordinator to the project.
The actual localization and translation work will be handled by an outside service
provider. Although you need to account for this activity in the schedule, you won’t add it
to your project resource spreadsheet.

Next, you need to review how much time you have in the months you are able to
assign for this project. 

1 Look at each week or month of the project and eliminate any holidays.

2 Count the number of days remaining in each week or month.

3 Multiply by six or seven hours per day, which represents the average hours per
day that a full-time staff member can devote to project work.

4 Note the total hours per week or month at the bottom of each month column on
the spreadsheet.

The hours you have noted on the spreadsheet, as illustrated in Figure 18-2 under the
item called Hours/Period, are the hours available for your project for each person
assigned full time. They provide you with a reference point for each week or month of the
project. If someone is assigned half-time to your project, you can take that into account by
allocating only half the hours available for a full-time person. If people on your team are
taking vacations during the project, you can easily deduct that time from their schedule
for project work.
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Now that you have a complete template for your resource spreadsheet, you can begin
filling in the details. In Figure 18-3, you see one possibility for staffing the project. Since
the content of the Business Owner’s Guide and the End-User Help System will be signifi-
cantly different, two writers (called Information Developers 1 and 2) are assigned to
accommodate the work required. The two writers will work on both the guides and the
training, reducing the total time required for writing and review. 

Note that the project manager has a role to play in the entire project, represented as
approximately 10% of the total time for each project. If you know how to set up an equa-
tion in your electronic spreadsheet, you can automatically calculate the 10% for project
management as you add or delete time for the other team members. 

In addition, note the time provided for editing. The percentage of time for editing will
depend upon the skill and experience of the information architect and the information
developers. Editing time, both for developmental editing and copyediting, may represent
between 5% and 25% of information development time. Set the percentage you believe is
needed for your project, depending upon your previous experience with editing. 

If your process calls for a production specialist or an illustrator, add additional rows in
your spreadsheet for these responsibilities. Include a production specialist at the last 5%
or 10% of the project, depending on the type of production work required. Include a local-
ization coordinator and add a row in the spreadsheet for this activity. Include an illustra-
tor if your project requires graphics to be developed. In some projects, graphics are simply
screen images often handled by the information developer. In other projects, graphics are
technical illustrations developed by a professional illustrator or graphic artist. The roles
and responsibilities of individuals who you may want assigned to your project are
described in Table 18-1.

Table 18-1: Potential Roles and Responsibilities to Assign to Your Project

Role Description

Project Manager Responsible for developing the Information Project Plan, estimating the total time required to
complete the project by the milestones and deadlines of the larger project, ensuring that sufficient
resources are assigned to the project, coordinating the project activities with other team members,
tracking the project’s progress, and making adjustments to schedule, assignments, and deliverables
based on changes to the project’s schedule and scope.

Information Responsible for planning the content to be created for the project, in cooperation with the project 
Architect manager and the information developers. Ensures that standards are followed in the development

of final deliverables. Creates the annotated topic list and revises as necessary.

Information Works with the information architect to develop the plan for the content and the deliverables. 
Developer Researches the product, service, or other subject matter and creates final deliverables. Collaborates

with other information developers throughout the project to ensure that topics are created only
once and reused appropriately among the deliverables.

Continued
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428 Part 3: Project Management

Table 18-1: Potential Roles and Responsibilities to Assign to Your Project (Continued)

Role Description

Editor - Quality Ensures that the content follows standards and meets the usability goals of the project and the 
Assurance audiences. Reviews topics in various draft stages for compliance with style, language, format, and 
(developmental, other guidelines. Performs final edits to ensure that the deliverables are ready for production.
copy, and 
production edits)

Illustrator or Prepares illustrations or other graphics for the final deliverables. May be responsible for screen 
Graphic Designer shots in conjunction with the information developers. May also be responsible for the design of

the final deliverables (information design), including print, PDF, HTML, Help, and other deliverable
formats.

Translation Responsible for coordinating the work of internal or external localization and translation experts. 
Coordinator May work with a localization vendor or an internal localization group. Ensures that content is ready

for localization, terminology is well established, schedules are communicated, and all materials are
ready for final production in all languages.

Production Prepares the final deliverable for distribution to end users. Coordinates with print production 
Specialist vendors and other distributors. Ensures that help systems and HTML pages are ready for deployment

to product or websites. Reviews final deliverables to ensure compliance with design standards and
guidelines. Handles content and document management activities related to the repository.

Each role and responsibility required for your project is added as a row in the spread-
sheet associated with each deliverable. Although you may use the same information in
both the guides and the training materials, you will need to allocate a role and time to
develop slides for the instructor to use in a classroom setting, to create laboratory exercises,
and to design tests. Your experience in estimating the amount of reusable information and
allocating time for the remainder of the activities ensures that you have not over- or under-
estimated the project.

All the activities of people involved in your project will take up the total time you have
calculated for each project. Remember that in calculating total time, you used an hour per
page or hours per topic that was based upon the experience of your organization. You
may find it easier to add all of this experience to the total hours per page or topic for your
project, rather than calculating separate totals for each activity. However, in some projects,
you will need independent calculations of the amount of time for editing, graphic devel-
opment, production, or translation coordination. In that case, work with the people
responsible for each activity and add the time needed to your spreadsheet.

In Table 18-2, I provide guidelines for the allocation of percentages of total project time
to the roles summarized in Table 18-1.
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Table 18-2: Allocation of Total Project Time

Role Percentage of Total Project Time

Project Manager 10% to 15% of total project time, depending on the complexity of the management tasks. Consider
the management of a geographically dispersed team, the addition of new offshore team members,
the requirements of new tools and technology, and other factors that will add to the time required
for project management tasks. Consider the expertise of the information developers and the
subject-matter experts.

Information 10% to 20% of total project time during the Planning and Design Phases of the project. Consider 
Architect the time needed to design the architecture for a new project or redesign legacy information to

meet a new structured authoring environment. 

Information 50% to 60% of total project time. Essentially, you assign to information development all the project 
Developer time not already allocated to project management, architecture, quality assurance, or production. 

Quality 5% to 25% of information-developer time. Unlike the allocations for project management and 
Assurance information architecture, the time you allocate for developmental quality assurance is directly

calculated based on the information developer’s time. If you have a team of new information
developers with little experience in the type of information you are creating, you may need a
higher percentage for review of their content development. If you have an experienced team,
the time for developmental quality assurance may be quite low.
You may want to allocate time for copyediting separately from developmental editing, based on a
total number of pages expected in final deliverables. If the information developers use a controlled
language tool, you may be able to decrease the percentage of time or the total hours for
copyediting to a minimum.

Illustrator or You may want to include time to create graphics in your total project estimate, especially if your 
graphics project data represents all time, including graphics, and your graphics needs are minimal. In many 
specialist software projects, the majority of time for graphics involves the development of screen images.

These images are often created directly by the information developer.
However, in projects that require professionally developed illustrations, including hardware
drawings, you may want to estimate graphics separately and include graphics time as an
independent activity in your spreadsheet. If you are not adept at estimating graphics projects,
include the graphics specialists in your project estimating.

Translation If translation coordination is an integral part of the activities in your organization, you may have 
Coordination already estimated time for coordination in your hours per unit estimate. 

However, if translation coordination is handled by another part of the organization or calculated
separately, work closely with the specialists in this area to estimate the total time required for that
work and when it needs to begin so that deadlines can be met. 

Continued
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430 Part 3: Project Management

Table 18-2: Allocation of Total Project Time (Continued)

Role Percentage of Total Project Time

Production Like graphics and translation, you will find it best to gather data from your production staff to 
Specialist estimate the percentage of time needed to complete the production activities for your project. If you

include this time in your unit estimates, you may find that your project requires about 10% of total
time for production. 
The allocation for production will depend upon the number and complexity of production tasks. In
many organizations, the information developers do their own production work. If the production is
largely automated using standard style sheets, the production allocation may decrease from more
manual production.
If you have a dedicated production team, once again work with them to develop an estimate of the time
and resources they will need to deliver the project on schedule. If production activities must occur for
interim deliverables, be certain to add time and resources for these activities to your schedule.

Although you may want to plan for the time required for subject-matter experts to
review the content, because these individuals do not report to you or allocate their time
to your organization, you should not allocate time for this activity in your project spread-
sheet. Allocate only the time interval in which the reviews are likely to take place.

As you can see, allocating resources to your project spreadsheet will take careful plan-
ning. The more historical data you have about the allocation of time to activities in the past,
the better you will be at estimating the future. Work with your team members to arrive at
the best, most comprehensive schedule of work and milestones as you can at this early
stage of the project. Be aware that some of the time for project management, quality assur-
ance, and architecture will have been estimated when you performed your dependency
calculations. If you calculated that your project would be more difficult than the average to
complete, you have in fact planned for the extra time needed to manage the project or to
ensure that quality goals are met. 

By reviewing the sample data in Figure 18-3, you can start your own project estimate
by using this example of how one project was estimated. Use the example as a guideline,
but remember that your own historical data is your best guide.

Note that in the project resource spreadsheet, you have made an attempt to schedule
some of the activities that surround information development. You need to associate these
activities with various project milestones that you identified in your Information Project
Plan. If you know that you will need two weeks in production to prepare the deliverables
for final release, you need to ensure that information development, graphics, translation,
and editing are complete prior to the beginning of production in all languages. If you
have scheduled translation to begin after final production in the source language but
before the final release date, show that activity in your spreadsheet by assigning your
translation coordinator to the project during that period in which translation activities are
most likely to occur. If you will bring translated content back inhouse, making your pro-
duction team responsible for assembly of final deliverables in all languages, show that
activity on the production row of your spreadsheet.
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432 Part 3: Project Management

Developing an iterative plan 
A single project spreadsheet for an entire complex project may not be sufficient to indicate
the details of the schedule, especially those that must take place to meet interim mile-
stones. It may be best to divide your project spreadsheet into a number of subsections,
each representing a project iteration or phase. You may find it convenient to place each
iteration or phase of the project on a separate page so that you can provide a more
detailed estimate of activities.

For example, if you set up your overall project spreadsheet in terms of months, you
may want to convert your interim spreadsheet pages into weeks so that you can anticipate
the activities at a more granular level. You may want to track, for example, the completion
of the first draft iteration of content development so that you know when drafts of chap-
ters or topics must be completed before the first milestone. You may want to indicate how
information developers will interact with graphics or developmental editing during the
construction of the first drafts of content, ensuring that you have adequate resources for
these tasks at the time they are needed in the project.

In handling the details of your project schedule, you may decide to work with project-
scheduling software rather than a spreadsheet. Project-scheduling software allows you to
create a detailed schedule for every activity in your plan. If you have learned to use
schedule software efficiently, by all means use it for your detailed plans. However, I rec-
ommend using a simple spreadsheet to show in general terms how you will staff your
project so that your allocated time matches your estimated time to complete.

Developing a holistic plan
In most cases, starting with a top-down estimation of total hours needed will yield a bet-
ter estimate than trying to add up bits of time for a variety of activities. Although it may
seem contradictory, top-down estimates of information-development projects are more
accurate because it is easier to envision the entire project rather than try to judge accu-
rately the time for small individual tasks. However, you can improve your estimating if
you look at your project from several perspectives. By discussing the project with estimat-
ing specialists (if you have those in your organization), you will learn to appreciate how
they estimate their own tasks.

The more actual data you have accumulated from previous projects, the better your
estimates of new work are likely to be. Keeping track of time for information develop-
ment, project management, editing, graphics, production, translation coordination, and
other activities that occur in your organization will help you recognize just where all the
time goes and help you develop better overall estimates in the future.

Best Practice—Moving from tracking deliverables 
to tracking topics
In the discussion of the estimating spreadsheet, I recommended dividing more com-

plex projects into several separate spreadsheets to represent project milestones. In that way,
you can more carefully allocate resources and track progress for the phases of the project
and the deliverables. However, the traditional estimating spreadsheet is still built upon final
deliverables, the deliverables you used to do your overall estimate of the project. Because
much historical data we have available is based upon final deliverables, these data are still
extremely useful in helping you perform a top-down, holistic estimate of the project. 
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However, technical information development is moving quickly away from developing
“books” to a topic-based information architecture in which the final deliverables are
assembled from independently developed modular content. Each topic might represent a
small segment of content, based upon the development of concepts, tasks, and reference
information or other topic types that your information architecture team has specialized
for your content. Project managers are beginning to ask information developers to create
a set of topics that will later be assembled into various outputs, including books (print or
electronic), help systems, web pages, on-device information such as PDAs, and others. In
many cases, the topics will be used in more than one output, depending upon the overall
configuration of the information architecture. You may even be sharing topics between
information development and education or training.

With the move toward topic-based information development and reuse of topics across
multiple deliverables, you will need to allocate adequate resources for topic development
in your project schedule. Each topic or group of topics needs resources allocated and a
schedule for several interim milestones, including design, writing, editing, review, assem-
bly, and final production. 

Breaking deliverables down by topics
In Chapter 17: Implementing a Topic Architecture, you learn how to develop an informa-
tion architecture for your project that specifies the topics to be created or revised from pre-
vious work in the subject domain. As project manager, you need to coordinate closely with
the information architect so that you know exactly what topics have been designed for
each final deliverables. In fact, as the project moves through the Design Phase, you will use
the information architect’s analysis of topics to ensure that the time estimates for the final
deliverables are adequate. In most cases, the list of topics changes during the Design Phase,
often requiring that the total estimates for final deliverables be refigured up or down.

By allocating time in your project schedule for topics or groups of topics covering a
subject domain of the content, you are better able to produce a detailed schedule and
ensure that the team is making progress toward interim milestones and final deadlines. 

Estimating resources based on topics is similar to creating a detailed work breakdown
structure for your project. However, the work breakdown in this case is based upon the
content to be developed rather than on the subtasks to be performed by the team members.
Within each topic resource allocation will be the work required to research the subject and
the audience; draft the appropriate content; edit it for clarity, completeness, and consis-
tency; assemble it into a hierarchy or into a networked relationship with other topics; and
produce the final deliverables. Certainly, you have broken down some of that work already
based on allocations of time in your project to quality assurance, information development,
and production. But the allocation of time and resources to topics focuses specifically on
ensuring that time is allocated to the information that adds the most value to customers.

In developing content for books or help systems, information developers often find it
easy to include details of content that derive from product specifications, project require-
ments, or other technical sources. Detailed step-by-step procedures for filling out on-
screen forms absorb many hours because they are obvious to the writers and fill up the
available time. Too often, content is included simply because it is easily available or easily
written. By developing content topics that are specifically designed to meet customer
needs for information, you can avoid developing content for your project that is unneeded
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434 Part 3: Project Management

by customers. Topics , if they are well designed and carefully monitored during develop-
ment, ensure that writers concentrate on precisely what customers need rather than on
what they know about or can easily obtain. 

Topic-based information development also aids in the management of the project by
ensuring that time is spent adding content that has value for customers rather than going
off on tangents and producing content that customers find irrelevant to their environment
and superfluous in guiding their successful use of a product or service. One of the most
discouraging aspects of project management is discovering that an information developer
has spent precious project time developing content that is neither useful nor valuable to
the information customer. Topic-based authoring means that you plan the content much
more carefully at the outset and write to your plan.

Once you have a detailed and thoroughly annotated list of the topics to be developed
for your project, you have a greater measure of control over what gets developed. I recall
many years ago discussing project management with a manager of software development.
She mentioned that the most difficult part of her job was to keep the programmers from
going off on tangents and creating features and functions in the code that weren’t needed.
She wanted to ensure that they first developed what was required before adding new
ideas to the mix. The same is true with topic-based authoring. Although you certainly
plan for changes to occur in the content that eventually is included in the project, you
want to ensure that your information developers are focused on adding customer value
rather than adding content that no one needs to know. 

Developing topic-based estimates using top-down metrics
At this stage of your project, you have a complete project spreadsheet that outlines the
deliverables for the project and allocates time and resources for their development. You
may have already created a set of spreadsheets that address independently the work
required in each stage of your information-development life cycle. Your next step is to cre-
ate a spreadsheet that accounts for the topics outlined by the information architect.

The spreadsheet in Figure 18-4 illustrates how to break the project into three informa-
tion types: tasks, concepts, and reference topics. Note that the project includes 75 tasks, 25
concepts, and 15 references topics. The project manager has estimated the hours needed to
produce the topic types: five hours per topic for tasks, seven hours per topic for concepts,
and six hours per topic for reference material. These estimates are the product of historical
data from previous projects and the same dependency calculations discussed in Figure
18-3. The total time required to complete the project is estimated at 640 hours, beginning
the first of October and ending in mid-January.

Once again, the total time represents not only the work required for the information
developer to research, write, and revise the topics but also the work required to manage
the project, edit the topics, and assemble them into final deliverables. 

In reviewing the spreadsheet in Figure 18-4, note that the project manager and the
information architect complete the Planning Phase of the project (approximately 64 hours
or 10 percent of the total project time) before involving the information developer in the
Design Phase (approximately 128 hours or 20 percent of the total project time). The project
manager time represents 10% of the total time on the project, and the editor represents
15% of the information developer time, except in the Design Phase, extending through the
end of October into early November. 
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436 Part 3: Project Management

Once the Design Phase is complete, the information developer focuses on developing the
tasks. Concepts and reference topics are developed after the tasks are completed. The pro-
duction coordinator handles the assembly of the topics into the project deliverables during
the second week of January. The time allocated to all members of the project team equals the
640-hour total for the project, and the project is completed by the January 15 deadline.

Evaluating topic complexity and risk
The time to produce the topics differs because the work required, at least for this project,
also differs. An information developer may find that developing the task-based information
and creating step-by-step procedures is relatively straightforward for the particular prod-
ucts but the time required to develop conceptual information is much higher. Developing
conceptual information may require a much better understanding of the customers’ needs.
It may require research and conversations with many more technical experts. It may require
that information be structured to support task performance rather than simply copied from
product requirements or specifications. Producing useful conceptual information is often
quite difficult. 

The same difficulty may surround the development of the factual information that cus-
tomers need to reference. Reference content may require considerable research and frequent
revision before it is ready for release to customers. 

As project manager, your responsibility is to know what topics need to be created for
your project, how much time it has taken to create similar topics in the past, the depen-
dencies involved with the topics, and the milestones associated with their development.

The amount of time calculated for the entire project must be the same as the amount of
time calculated for the development of the topics. Topic-based estimates allow you to
begin to break the work down into measurable milestones.

Using multiple estimating techniques
The estimating techniques I have presented in this chapter are based upon the concept of
top-down estimating. Top-down estimating encourages you to look at the project as a
whole, rather than to focus on all of the individual parts. Once you have estimated the
amount of time needed for the whole project, based on your historical data and your
dependency calculations, you can divide the project into phases in the development life
cycle or topics to be developed.

Some managers ask why they should not try to estimate all the details of the work to be
completed and add them up to derive the total project time. In some discussions of project
estimating, authors have suggested adding the time to create each element of the final
deliverable, including time for the title page, introduction, table of contents, each chapter
and appendix, and so on and so on. The problem with this kind of bottom-up estimating
is the very nature of information-development projects.

Let’s compare an information-development project with a construction project.
Construction projects often use bottom-up estimating to arrive at the cost and duration
of the project. If, for example, you ask a contractor to estimate the cost of building you a
new home and the time it will take until the project is complete, the contractor begins
with the blueprint of the home and the bill of materials developed by the architect. Based
on detailed historical data for each small task to be accomplished, the contractor is able to
add up all the estimates and give you a final cost and schedule. Unless you change the
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design, you know precisely how much you will pay. Unfortunately, the schedule isn’t so
simple. Unknowns such as weather or undependable workers often wreck havoc with
the schedule. 

Why can a construction project be estimated from the bottom up quite successfully?
The key is the blueprint and the bill of materials. A construction project is fully specified
to the smallest detail right from the start. The contractor has extensive historical data from
hundreds of previous projects across the industry and recent data based on the changes to
the cost of materials and labor in the local area. Although there are risks and dependen-
cies to be accounted for, the wealth of historical data makes the estimating process quite
systematic. Construction estimators also apply top-down estimating when they compare
their bottom-up estimates with the average price per square foot for homes in your area.

Information-development projects are different. They are rarely completely specified.
In product-development organizations, new projects are designed based on vague or
poorly articulated customer requirements. The projects are incompletely specified from
the perspective of technical functions. The product developers have new technologies,
unforeseen complications in legacy code, system integrations that are unpredictable, and
so on. Product features are added and subtracted based on continuing interactions with
the customers and the competition. In service- and information-centered organizations,
projects often begin with committees and consensus building, making it difficult to spec-
ify the dimensions of the final outcomes. As a result, very little of the historical data about
individual actions can be usefully applied to the new project. There are simply too many
unknowns.

On the other hand, experienced information developers often have a reasonably good
sense of how long a project is likely to take. The more historical data available for entire
similar projects, the more likely the new estimates will be accurate enough for the initial
top-down estimates. Data on past projects and good dependencies calculations make the
initial estimates reasonable, with a measurable amount of doubt thrown in.

If you try to use detailed data to estimate bottom-up, you’re likely to encounter two
possibilities:

✔ Your initial bottom-up estimate greatly over- or underestimates the time needed to
complete the project. Because it is so difficult to estimate how long undefined indi-
vidual tasks will take, bottom-up estimating is remarkably unreliable. The larger
the team involved, the less accurate the estimating. Individual contributors tend to
assume they will require less time for collaboration with colleagues than actually
occurs.

✔ Your projects are so completely defined that your bottom-up estimates will work.
Some organizations occasionally have completely defined information-development
projects, a rarity that project managers can be thankful for. More often, organiza-
tions assume that a project is well defined, only to discover half way through the
project that all the unanticipated complications have actually occurred.
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438 Part 3: Project Management

If you are inexperienced in estimating projects or if you have little historical data to
back you up, consider estimating your project in more than one way. 

1 Talk with information developers in your organization and gather informal infor-
mation about previous projects. Ask them for their own top-down estimates of the
work required for your new project.

2 Gather all the details you can about the milestones and deliverables for the project.

3 Develop a bottom-up estimate by asking people how much each type of work
may take to complete, including such standard activities as content authoring,
editing, and production.

4 Compare your top-down and bottom-up estimates and make adjustments. You
might begin somewhere in the middle between a too high and a too low estimate
for your project.

5 Compare your project with similar projects in the past, taking into account all of
the factors measured by the dependency calculation.

6 Recognize that your estimate at the beginning of your project is the least accurate
estimate you will do through the course of the project.

7 Be prepared to re-estimate the project as soon as you have data from the first
activities.

Recognize that no early estimate is perfect. Be prepared to adjust course as needed dur-
ing the life of the project. 

Estimating a new project based on revisions of existing content
The examples I have reviewed in this chapter have assumed that all new content is being
created for your project. Of course, most projects in information development begin with
existing content. A new release of a product is planned, a new version of an existing prod-
uct is being created based partially on the existing design, an existing service is being
expanded, or an existing policy and procedure has to be updated because circumstances
have changed. Most information-development projects include writing new content,
deleting old content, and updating and revising existing content. 

The process of estimating a new project based on existing information is similar to the top-
down estimating you have learned, but it includes breaking the tasks into more categories.

Table 18-3 shows a spreadsheet for estimating a new product release that includes
updating existing information. To produce an estimate for your project, consider the fol-
lowing steps, based on a topic- rather than a book-based architecture:

1 Begin with a list of existing topics in your spreadsheet.

2 Add the new topics to be developed based on the analysis done by your informa-
tion architect and information developers.

3 Mark any topics that will be deleted or replaced by new topics.

4 Indicate which of the existing topics will need to be revised. Note that some may
require major revision and some minor.
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5 Ensure that each topic is assigned a type (concept, task, or reference).

6 Assign the hours per topic for new, major, and minor revisions. You might estimate,
for example, that a new task topic will require five hours of project time, a major
revision four hours, and a minor revision one hour. Use historical data from previ-
ous projects whenever possible, noting that you are using average hours per topic.

7 Add all the estimated hours to product a total estimate for your project.

8 Compare this bottom-up estimate with your top-down project estimate for new
release projects with similar scope. Be certain that you have applied a new depen-
dencies calculation.

9 Adjust your bottom-up, topic-based estimate to bring it into line with your top-
down estimate and your dependencies calculation.

If you are not using a topic-based architecture for your projects, you can develop your
new estimate based on total pages of the deliverables. Estimate new and revised pages
and divide the revised pages between major and minor revisions (see Table 18-3).

Table 18-3: Estimating a Project with Existing Content

Topic New Major Minor No Change Delete
Revision Revision

Topic 1—Concept X

Topic 2—Task X

Topic 3—Task X

Topic 4—Task X

Topic 5—Concept X

Topic 6—Task X

Topic 7—Reference X

Topic 8—Task X

Topic 9—Task X

Topic 10—Reference X

Hours/topic 5.6 5.0 2.1

Total hours 11.2 20.0 4.2

Total of all topics 35.4

You may want to add some time to account for topics with no change or even for
deleted topics. You may need time to delete topics from your deliverables, especially if
you are mapping topics to more than one deliverable.
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440 Part 3: Project Management

Adding external estimates for editing, graphics, production, and other activities
done outside your organization
As you create a total project estimate and develop your project spreadsheets, you may
need to include estimates of time and relationship to milestones and deadlines provided
by others in your organization or by independent departments. If your historical data
include only your own staff members, you will need estimates from outside organiza-
tions, both internal and external. Some of the time estimates need to be included in your
spreadsheets. Others may provide data only about overall costs.

Some or all of the following activities may have to be estimated by internal or external
resources:

✔ development of illustrations or other graphics by an internal graphics department
or an external graphics vendor

✔ editing, indexing, or production by an external resource

✔ localization and translation by an outsource vendor

In each case, you must provide a statement of work or specification to the outside orga-
nization to obtain a reliable estimate of time and schedule. For graphics development,
you must provide an estimate of the number and complexity of the illustrations or other
graphics that are to be produced for your project. For editing, indexing, or production
activities, you must provide estimates of topics or page counts, size and scope of final
deliverables, and number and type of media. I discuss quality assurance and production
activities later in Chapter 21: Managing Quality Assurance and Chapter 23: Managing
Production and Delivery, but you need the estimates of work during the Planning and
Design Phases. Just as you must work with incomplete information during the Planning
Phase of the project, you will probably have to provide similarly incomplete information
to your vendors. The more careful your specifications are, the more accurate their esti-
mates will be.

Localization and translation is particularly difficult to estimate at the Planning Phase of
your project because these estimates require word counts and descriptions of final media.
By all means, use previous projects as a guideline and be prepared to revise your esti-
mates as the project develops. If you have moved to topic-based information develop-
ment, your estimates of new and revised topics are likely to provide more detailed and
accurate information to your localization vendor. 

If your organization employs staff members who coordinate outsourced graphics,
localization, or other activities, work closely with them during the Planning Phase. If not,
work directly with the vendors and be as open as possible about the unknowns and risks
of your early estimates. As your project changes and you begin to build a more accurate
picture of the requirements for your vendors, be certain to update them accordingly. The
result will be vendors who will work as partners rather than adversaries for your project.

One of the most important reasons for asking your vendors, coordinators, or collabora-
tors from other parts of your organization to provide you with their estimates of time and
cost is the impact on your own project management time. I have recommended allocating
between 10% and 15% of total project time to project management. If you simply calculate
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the time required by your immediate staff and fail to take into account the time for outside
activities, you will find that you have shortchanged yourself on project management time.

One manager told me that he found it difficult to manage his projects after his com-
pany outsourced graphics. Previously, the manager of the internal graphics team had han-
dled the project management for this part of the project. Although the outsource vendor
provided project management of its resources, the manager found himself spending far
more time than he had previously to coordinate the graphics production. 

Estimating a new project that includes using topics in more than one deliverable
In the sample spreadsheet in Figure 18-3, you started with a project that had two deliver-
ables: two user guides based upon the needs of two different audiences. You then calcu-
lated the number of topics needed for the project, including the topics for both user guides.
The assumption thus far has been that the two user guides are completely independent of
one another, containing different sets of topics for each audience. But what if the two user
guides are not independent? What if you have the opportunity to use some content in both
guides? How does that affect your estimate?

Your information architect, working in a topic-based environment, should already have
informed you that some topics will be used in both deliverables. That information will be
noted in the annotated topic list. The outlines of your final deliverables should also note
which topics are used in more than one place. 

When you develop your topic spreadsheet, you can quite easily include time estimates
only for unique topics to be developed or revised. However, that may mean that your
topic-based project estimates will not be synchronized with your estimates for the deliver-
ables as a whole. The conflict will be most apparent as you move from a final-deliverables
estimating method to a topic-based estimating method. All your historical data are based
on final deliverables rather than on topics. 

Returning to your deliverables project spreadsheet, you have two options:

✔ Remove all duplicate project hours from one of the deliverables

✔ Remove a portion of the duplicate project hours from each deliverable 

Your decision of which option to use will depend upon how you intend to assign
resources to the project. If you want to assign all the reusable topics to one information
developer who is responsible for the set of topics for one deliverable, then remove the hours
from the second deliverable. If you want to spread the assignment to create the reusable
topics among all the information developers, allocate the time required between the deliver-
ables. You learn about this and other alternatives for estimating reuse and allocating
resources in the next section.

Figure 18-5 illustrates the initial deliverables-based project spreadsheet (see Figure 18-3)
redone to account for pages that will be used in both deliverables. In this example, you
decide that the help system provides the best opportunity to reuse content in the business
owner’s guide and the training materials. You believe that 50% of the 80 help topics will
be reusable among the owner’s guide and the two training pieces. You maintain the hours
assigned to the writer of the help system, but you deduct hours from the time required
to produce the owner’s guide and the training materials. Half of the help topics can be
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442 Part 3: Project Management

reused in the end-user training materials, but only about 20% can be reused in the owner’s
training materials. About 10% of the help topic content can also be used in the business
owner’s guide. Instead of 336 hours to complete the business owner’s guide, you now
need only 302 hours. The time for the training guides is reduced from 112 hours each to
90 hours for the business owner’s and 56 hours for the end-user’s training guides. The
total number of hours for the project has decreased from 894 to 782, an overall reduction
of 13%.

One issue to remember, however, is that you must complete the help system earlier
than planned so that it is completely edited before you can complete the owner’s guide
and the training materials. Your plan is to use the material from the help system in the
owner’s guide and training materials. For example, if you are using FrameMaker to create
the guide and training, you could include the help-based content by saving it as separate
files and using the text inset feature. If you are using an XML editor, you can include the
help topics as part of the content maps for the other deliverables.

Of course, the two information developers who were originally working separately to
develop the content for the business owner and the end user now have to plan the content
together. Note that in the spreadsheet, neither information developer is working full-time
on the project but each is working more than half-time. You still cannot do this project
with one writer. 

Also notice that you have decreased the time for the editor because there is less content
to edit.

Best Practice—Ensuring adequate resources 
are assigned to your project
In the sample project spreadsheet in Figure 18-5, the number of people assigned to

the project is adequate to complete the project by the deadline. Two information develop-
ers are assigned to two deliverables and the work is divided quite evenly between them.
If you review the topic-based spreadsheet in Figure 18-4, you also find that two writers
working full-time on the project are able to produce all the topics. But what happens
when you have a project that cannot be accomplished by the deadline with the resources
that you have allocated. 

If you do not have adequate resources to complete the project, you have four alterna-
tives during the Planning Phase of the project:

✔ You can add additional resources to the project to meet the deadline.

✔ You can ask staff members to work extra hours to meet the deadline.

✔ You can ask for more time to complete the project, effectively adding available
hours to the project.

✔ You can decrease the scope of the project by removing some of the activities you
have already scheduled, such as a deliverable or a set of topics.
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444 Part 3: Project Management

Each of the decisions has consequences for the success of your project. Review the
spreadsheet in Figure 18-6. It shows a project with inadequate resources assigned. The
project that was originally scheduled to be completed mid-January now has to be com-
pleted by mid-December. You’ve lost almost 200 hours from the project. You need to try
reallocating the hours to find if you need additional help.

First, you need to move the 30 hours assigned in the last week of the project to the pro-
duction coordinator into December 1–15 to complete the production work on the project.
You also need to adjust the information architect hours in support of production. At this
point, the architect is helping to prepare the final deliverables. 

The information developer is now short by 98 hours originally scheduled for the end of
December and early January. In addition, you had assigned 66 hours for information devel-
opment in the two weeks through December 15. Because production has to occur in the last
week, you need to cut back on the information developer’s time during that week. If you
add all the additional hours to your single information developer, he or she ends up work-
ing 99, 108, 77 hours in each of the final two-week periods, including the 108 hours during
the November two-day holiday, because that’s the last period that the writer has to com-
plete the writing before production starts. Figure 17-6 shows the spreadsheet with the unfor-
tunate writer asked to work 77 hours in one week and extra weekends to accommodate the
holiday. You have a problem that can’t be handled by dumping all the time on one person.

Unfortunately, I frequently find projects assigned just this way because someone assumed
that one information developer could handle the job no matter what changes occur on the
project. Either the individual works huge amounts of overtime to complete projects or begins
cutting out critical activities from the schedule, often without letting anyone know.

Assigning overtime to the team
Many projects expand the hours available by assuming that team members will work the
extra time required to keep the project on track. In most companies, full-time, direct
employees are not paid for additional hours worked, although they may be compensated
with extra time off after the project is completed. However, asking people to work regu-
larly scheduled overtime to keep a project on track has significant consequences.

Occasional overtime is an accepted fact of life for information development, especially
as deadlines near. But scheduled overtime takes a toll on the health and morale of dedi-
cated employees. If you’re willing to sacrifice your staff to your project, make sure that
you’re also willing to put in the extra time yourself. If everyone is working late, you need
to be there to put in an extra effort. Also consider the possibility that you will lose more
time than you’ve gained if staff members are sick more often or decide to look elsewhere
for employment. Scheduled overtime is not a responsible tactic.

Neither, of course, is unscheduled overtime. When projects are incorrectly estimated or
not estimated at all, project managers simply assume that a particular team member will
complete an assignment, even if the assignment should have been given to two or three
people rather than one. I’m always amazed at the assumption that one information devel-
oper can complete one book by the deadline, no matter how much work is involved.
When the deadlines are missed or quality is compromised, the information developer is
blamed, not the person who made the assignments in the first place.

If you are carefully estimating and planning your projects, you should be certain to
assign adequate resources.
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446 Part 3: Project Management

Adding additional resources
Adding additional resources to the project from the beginning is a perfectly acceptable
and even desirable solution as long as those resources are available to your organization.
Adding resources may require that you move a person from another project, hire an addi-
tional employee, or hire a contractor to work on your team for the duration of the project.
In each case, you have to plan how you will handle the additional resource load.

First, remember that adding more people to a project will not only increase the amount
of project management and quality assurance time, but you may have to increase the per-
centage of time you have allocated for project management and quality assurance.
Managing a larger group of people often adds coordination responsibilities. The more
people you have to manage, the more possible interactions among the staff, potentially
leading to conflict or inadequate collaboration, especially if the staff is geographically dis-
persed. If you have estimated 10% of total time for project management with a small staff,
you may want to increase your project management time to 12% or 15%.

If you move an existing staff member onto your project from another project or add a
new employee or contractor, you should recalculate your dependencies. If you have a
completely new employee or contractor, you add risk and time to the project since the
new team member needs training on subject matter, tools, and other project essentials. If
you add an information developer from another project, you need to review that individ-
ual’s experience with your project content. Of course, the earlier you add additional
resources, the better. Each team member has an opportunity to learn about the project
content at the same time. However, your more experienced team members may need extra
time in their schedules to accommodate their responsibilities for orienting and training
new staff.

Figure 18-7 shows the new spreadsheet with an additional information developer
assigned. The new person starts slightly later than the first information developer and
takes responsibility for the conceptual and reference information. Although the schedule
works out well, you still have a problem to consider. To write the conceptual and refer-
ence information, an information developer needs to understand the tasks. You may need
to rethink how you allocate work assignments when you consider leveling your resources
as discussed later in this chapter.

Adjusting the schedule
The least damaging way to adequately staff your project with existing, experienced
resources is to adjust the schedule. By extending the schedule, you staff the project with
the people you had originally planned to use; you meet the deadlines with regular, full-
time work; and you maintain the appropriate level of quality and scope for the project. In
fact, many product-development projects are estimated with a contingency for additional
time and extensions to deadlines, using the original staff. Contingency planning that calls
for schedule extensions is the least damaging to the project’s success.
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448 Part 3: Project Management

If you are part of a larger project that is wildly adding staff after the beginning of the
project, rather than extending the schedule, you are part of a project that is in big trouble.
Adding staff during the project contributes to breakdowns of training, experience, and
coordination. Projects are much better off when they extend the schedule, even though
this action also has consequences:

✔ An extended schedule may result in a missed window of opportunity for selling
the product. 

✔ Competitors may get to the market first.

✔ Staff members assigned to the project become unavailable for subsequent projects,
affecting many schedules.

✔ Staff members assigned temporarily to the project cannot get back to their regular
jobs, affecting the overall quality and timeliness of the organization’s work.

Despite the consequences, schedule adjustments are routine, even expected, in many
product- and service-development organizations. Unfortunately, information develop-
ment rarely has the clout in the organization to ask for a schedule extension. As a project
manager, you have to try to anticipate delayed schedules by communicating with the
product developers. By interacting regularly with your colleagues in the larger project,
you can often learn about problems that are likely to delay the project before they are offi-
cially announced. If you work in an organization that is known for underestimating its
projects, you often find yourself playing the same game. You know that the resources
assigned to the project are inadequate to meet the announced deadline, but you know that
in 100% of the projects in your organization, the deadline is always extended. Not a very
responsible way to manage projects but the reality in many organizations, nevertheless.

Note that the activities required of a project manager might be viewed as micromanag-
ing by some staff. If you are concerned about the possibility of this response, discuss the
responsibilities and their affect on the information developers and explain the business
reasons behind them. You are trying to protect the project and the information developers
and ensure that they have adequate resources to support their work.

Changing the scope
A more responsible way to manage your project resources is to decrease the scope of the
project. When your estimates demonstrate that the project cannot be completed by the
deadline with the assigned resources, you should look carefully at the project deliverables
and decide if something can be eliminated or postponed. If you have planned two user
guides for the project, one for the business owner and the other for the individual using
the product, can you delay one of these deliverables, thereby extending the schedule? Can
you remove topics from the schedule and exclude less critical content from the initial
deliverables? Can you minimize the content further, perhaps by decreasing the number of
illustrations or eliminating some of the conceptual information? 

Each scope change does, of course, have consequences for the quality or the timeliness
of the information you are delivering to the customer. Fewer illustrations or screen shots
may make learning more difficult for the customer. Eliminating conceptual information
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may make the tasks more difficult to perform correctly. You may increase the costs of prod-
uct support after the release because the information is not adequate for some customers.

Deliberately decreasing the scope of the deliverables is, however, a much preferred solu-
tion to inadvertently or deliberately decreasing the quality of the deliverables. When there
is more work to do than there are resources to do it, quality suffers, even when people
work lots of extra time to meet the deadlines. Quality assurance is eliminated or short-
changed. Reviews are put under pressure or omitted. Technical information is regurgitated
from inadequate sources rather than restructured or rewritten to better meet the needs of
the customers. The quality of the work suffers quietly.

As a project manager, you have two responsibilities: to deliver the project on time and
to deliver the quality required by your customers. Inadequately estimating and staffing a
project jeopardizes both responsibilities.

Leveling your resources
An additional consideration to keep in mind as you review the staffing for your project is
resource leveling. Resource leveling refers to the process of ensuring that everyone
assigned to the project has approximately the same workload. As a project manager, you
want to ensure that everyone is working about the same amount of time, not that some
people are overloaded and others have time to waste. Remember that people will fill the
time available to them, often by adding unnecessary details and complexity if they don’t
have enough to occupy them productively. Every team member should be tasked to add
value for the customer but not to bloat the content because they have more time than
needed.

If you are developing your workload assignments using topic-based estimating, you
are more likely to balance the workload for each team member than if you assign work by
deliverables. Without adequate estimates, using the old standby of one information devel-
oper, one book, it is extremely likely to overload one person while under loading another. 

Review your topic-based work assignments. Consider with your information architect
and developers the complexity of the topic assignments. Ensure that one person does not
have all the difficult topics and another all the easier ones, although your more senior
people will be expected to handle more challenging assignments. Recognize that you
might not know enough at the beginning of the project to evaluate the complexity of the
proposed topics. Be alert to the need to adjust the estimates and ensure level workloads.
Be alert both to signs of overloading and under loading by setting up and monitoring
interim milestones. Talk to your team members regularly and help them to recognize
when they have too much or too little to do.

Figure 18-8 shows a small project with 13 task, 3 concept, and 2 reference topics. You have
estimated during the Planning Phase that you need 98 hours to complete these topics based
on the metrics of 5, 7, and 6 hours per topic. During the Design Phase, you have asked your
team members to estimate the scope of topics, including their size and complexity. You’ve
asked them to assign values from .5 to 4.5 hours per topic. As a result, your new estimate for
the project increases from 98 hours to 131 hours. That indicates that you either have to elimi-
nate topics, negotiate more time for the project schedule, negotiate additional people for the
project, or ask people to work faster than they’ve estimated. That might mean reducing the
quality of the final deliverables or finding a more efficient way to work.

Chapter 18: Keeping Your Project on Track 449
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You decide to increase efficiency in the project and normalize the hours assigned to
each topic and return to your initial estimate of 98 hours. However, you need to be certain
that each staff member if assigned a similar amount of work. Since the topics differ in dif-
ficulty, it would be easy to assign all the difficult topics to one writer and all the easy top-
ics to another. That’s not equitable and is likely to jeopardize project quality. By leveling
the hours among the three writers, you ensure that the work is shared fairly among them.

In the spreadsheet in Figure 18-8, Alice, Dave, and Tom are assigned different numbers
of topics based on the scope of each topic. Alice is assigned nine topics, Dave is assigned
six topics, and Tom is assigned four topics. Alice and Dave share the development of one
topic. They each work approximately 32 hours on the project. Tom is obviously assigned
the more difficult topics than Alice or Dave, but their workload is approximately the same.

Figure 18-8: Resource leveling

Best Practice—Developing topic milestones
After you have created your spreadsheets, allocated your resources, and made
specific topic-based assignments, you are ready to monitor the project through the
Development Phase of the project. Assume that all of the high-level and detailed

planning of deliverables, topics, and schedules has taken you through the end of the
Design Phase of the project. Now the third phase, development, has begun. During the
Development Phase of the project, the role of the project manager is focused on monitor-
ing the progress and making adjustments. 

During the Development Phase, the details of topic-based schedule may conveniently
be managing by the information developers themselves. Because they are closest to the
product- or service-development activities, they should be able to tell you what topics
should be scheduled at what point during development.

Resource Allocation Spreadsheet
Avg Normal-

Hours/ Topic Topic ized Alice Alice Dave Dave Tom Tom
Priority Topic Topic Scope Hours Hours Tasks Hours Tasks Hours Tasks Hours

1 Task 1 5 0.5 2.5 2.0 1 2.0 0.0 0.0
2 Task 6 5 0.5 2.5 2.0 1 2.0 0.0 0.0
14 Concept 3 7 1 7.0 4.0 0.0 1 4.0 0.0
3 Task 4 5 1 5.0 4.0 0.5 2.0 0.5 2.0 0.0
4 Task 9 5 1.5 7.5 6.0 1 6.0 0.0 0.0
18 Reference 1 6 3 18.0 12.0 0.0 1 12.0 0.0
5 Task 11 5 1 5.0 4.0 0.0 1 4.0 0.0
15 Concept 2 7 0.5 3.5 2.0 1 2.0 0.0 0.0
6 Task 12 5 4.5 22.5 18.0 0.0 0.0 1 18.0
7 Task 7 5 0.5 2.5 2.0 0.0 0.0 1 2.0
8 Task 2 5 0.5 2.5 2.0 1 2.0 0.0 0.0
13 Reference 2 6 0.5 3.0 2.0 0.0 0.0 1 2.0
9 Task 3 5 1.5 7.5 6.0 1 6.0 0.0 0.0
10 Task 8 5 2 10.0 8.0 0.0 1 8.0 0.0
12 Concept 1 7 1 7.0 4.0 0.0 1 4.0 0.0
11 Task 10 5 0.5 2.5 2.0 1 2.0 0.0 0.0
17 Task 13 5 2 10.0 8.0 1 8.0 0.0 0.0
16 Task 5 5 2.5 12.5 10.0 0.0 0.0 1 10.0

98 24.5 131 98 32.0 34.0 32.0
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Assigning topics to milestones related to the product development feature schedule
If you are managing an information-development project associated with the development
of a hardware or software product, you may find it advantageous to correlate the schedule
and milestones of your topic development with the schedule for feature development in
the product-development project. Both traditionally managed product development and
agile product development methods often focus on the development of features and func-
tions within software. Similarly, hardware is often developed as an assembly of compo-
nents that have to be explained for use or for maintenance. By organizing the schedule of
topic development to align with the development schedule for the product, you are more
likely to succeed in meeting interim and final milestones and deadlines.

Without this alignment, you will find that writers waste time working on topics for which
there is little source information or prototypes rather than working productively on those
parts of the product that are ready to be written about for the customers. Unfortunately, one
of the most serious disconnects with poorly managed software development occurs when
the user interface is the last item to be defined, drafted, tested, and completed. Because much
end-user information is directed toward interactions with the product interface, delaying
interface design often results in rushed and problematic information.

To assign topics in alignment with the development of product features requires that
you gather detailed information about the product-development schedule. By discussing
the schedule with the project managers working on the product, with individual develop-
ers, and with people in quality assurance or testing, you can relate your schedule to theirs
more effectively. Often a liaison with the testing organization will give you insight into the
schedules. Attending project meetings for the larger project can help you track what is
being worked on, how the development is going, what is being delayed for later itera-
tions, and what is on schedule. Equipped with this information about the larger project,
you can help the information developers schedule their own work more effectively. With
the right group of information developers, you can give them the responsibility to gather
the feature schedule data and report back to you.

An added advantage of the alignment with the development schedule is the ability to send
small groups of topics to the appropriate developers for review at the same time they are
engaged in the development of the features or functions with which the topics are associated.

Developing tracking milestones (focusing on small increments of work)
With traditional book-based information development, tracking is usually associated with
major milestones, such as the following interim events:

✔ Information plan for the project

✔ Annotated tables of contents for the final deliverables

✔ First draft of a complete book or completed chapters or sections for edit and review

✔ Second draft of a complete book for copyedit, final review, and approval

✔ Drafts made available for field testing

✔ Final draft ready for production edit

✔ Final production deliverables

Chapter 18: Keeping Your Project on Track 451
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452 Part 3: Project Management

Despite the long history associated with milestones like these, they present problems.
They are difficult to track because it is difficult to tell how much work is complete and
how much is left to be done (percent complete calculations are described in more detail
below). They often require long editing and review cycles because of the large amount of
content. They are often sent out as a whole to reviewers who are expert only in small por-
tions of the content. Reviewers find it difficult to review content that they don’t under-
stand themselves, often leading to late or absent review comments or conflicts among the
reviewers themselves.

You will find it beneficial to provide guidelines to reviewers that explain your expecta-
tions for the review. Reiterate that you expect them to focus on the technical content not
the writing style. Their expertise is required to ensure that information is correct, but writ-
ing style, layout, and even the degree of completeness is the responsibility of information
development.

Table 18-4 provides an example of a traditional set of milestones.

Table 18-4: Project Milestone Tracking

Deliverable Percent of Total Time Milestone Date

List of project deliverables with Note the percentage of the total State the date on which the 
a brief description if necessary project time that is represented by deliverable is due.

this deliverable.

Example: complete first draft 60% of total project time June 21
of User Guide

Agile project management suggests that we might handle interim milestones differ-
ently. A topic-based architecture provides an excellent vehicle to track work completed
and work left to be done at a more granular level, giving project managers greater insight
into the status of the project and its progress toward successful completion.

Table 18-5 illustrates the milestones that you might associate with individual topics.

Table 18-5: Topic-Based Milestone Tracking

Deliverable Time Allocated Milestone Date

Annotated topic list 30% of total project time Date calculated according to allocations 
of time to the phases of the project

A group of topics associated with Calculated according to hours Individual dates per topic group
a product feature or function per topic

Could include a dependencies 
calculation
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Deliverable Time Allocated Milestone Date

Within each topic group, schedule Interim hours calculation applied Individual dates based on 
First draft complete 60% of total content-development topic schedules
Editing and review complete hours per topic
Second draft complete 5–10% for editing; review time 
Editing, reviews, and approvals not included
complete *20% of total hours per topic
final draft complete 5–10% for final editing

*5% or less for final corrections

Development of final Part of the initial 30% Planning Date calculated according to allocations 
deliverables maps Phase of the project of time to the phases of the project

Final production of deliverables 5–20% of total project time Date calculated according to allocations 
in multiple media of time to the phases of the project

Calculated back from final release date

The example percentages in Table 18-5 help to ensure that you have sufficient time in
the schedule to produce interim deliverables. Note that the first draft deliverables should
take 60% of the total content-development time allocated to the schedule. If interim drafts
must be delivered before 60% of the time has been scheduled, you must either reschedule
the interim milestone or modify the resource allocation for the first draft. You may actu-
ally need more staff resources prior to the first draft deliverable of a group of topics than
you need for the second or final draft.

Defining measurable milestones
It is not enough simply to assign a due date to an interim deliverable. Anyone can hand
in a version of content on a particular date without ensuring that the requirements of
that interim deliverable have been met. Too often information developers simply hand in
whatever they have completed at a particular date, rather than ensuring that they have
reached an appropriate goal with the content produced thus far.

As a project manager, you must avoid treating milestones as dates on the calendar.
Milestones are defined events in the information-development life cycle. Milestones must
be measurable.

Working with your project team, define how you will judge whether or not a milestone
has been reached. For example, you might define the first draft of a group of topics this way:

✔ Ninety percent of the information in each topic is complete.

✔ Graphics are sketched or described, and screen shots are listed in place.

✔ The topics are submitted for review within the appropriate map or maps, showing
where they will be placed in a larger context (a table of contents).

✔ A spelling and grammar check has been run on the topics.

Chapter 18: Keeping Your Project on Track 453
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454 Part 3: Project Management

A first draft at this level of completion is ready for a development edit by team members
or a developmental editor or ready for review by product developers.

You may argue that it may be difficult to decide if a draft topic is 90% complete. What
exactly would that mean? You and your team members need to decide what a complete
draft might contain. For example, a complete first draft might include a small number of
queries to the product developers but should contain sufficient content to indicate the
direction of the task, the concept, or the reference information. 

Each of the milestones you set for the content development should be defined as carefully
as you define the first draft milestone. The resulting measurable milestones, accompanied by
a percentage of total hours worked, will help you in managing the milestone scheduled. For
example, difficulties in the product- development process may cause certain draft topics to be
incomplete at the time they are due. If your information developers have already used all their
first draft time to produce an incomplete set of topics, you know you will have to increase the
amount of time allocated before the next milestone to complete the missing topics. Measurable
milestones provide invaluable information about the progress of your project.

Remember that just because someone claims that a task is finished does not mean that
it is correct. Be sure that you do not record a task as complete until the work has been
reviewed by at least one other person and that person understands the requirements for
measuring completion. 

Assessing progress
Clearly you have an opportunity to assess the progress made on your project when you
reach an interim milestone. However, you are likely to discover that the due date for a
group of topics is too late to ensure that your team is making adequate progress on the
work. You don’t want to discover at the last minute before a milestone that the required
work is not complete. At the last minute, there is nothing you can do to recover. 

Meeting with team members
Project management requires that you hold regular meetings with your team members to
discuss progress and problems with the project. Informal meetings one on one or brief
team meetings will help everyone become aware of the need to alert the manager or other
team members to events that may affect the project. One information developer who is
unable to research a topic effectively because developers or other experts are unavailable
may cause the entire project to head off track. Information developers should be encour-
aged to report problems as well as successes. If problems are addressed early, it might be
possible to rearrange the schedule, revise the priorities for topic development, or add
additional resources in time to make a difference. 

One-on-one meetings with new team members will also help you assess the quality of
their work before it becomes a problem. You might suggest that you review completed
topics together to ensure that the new team members understand the style guide, are cor-
rectly following the design pattern for the content, or are using the tools correctly.

It might also be helpful to foster a collaborative environment by inviting more senior
team members to review their approach to the content during a team meeting. In this way,
all members of the team gain insight into the best way to handle the information. Such
reviews are similar to the code review, instituted by product developers. Topic reviews
serve the same purpose—to ensure that the development is going in the right direction
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before it is too late to change. Be aware that you will save considerable rework time on the
project by setting the direction early.

Developing a tracking system
Although there is really no substitute for regular meetings among team members and
with the project manager, you will also need a tracking system that allows you to account
for the time expended on your project and the progress made. 

A simple weekly report that is well structured and takes minimal time to complete will
help you and your team members track the project. I have long used the weekly project
reporting form in Figure 18-9 to record activity on one or multiple projects. 

The best method for keeping track of activities and progress is to complete the form
each day or as you complete work during the day. If you neglect to complete the form
daily, you will not remember what you’ve done nor how much time you spent doing it by
the end of the week. 

Note the project you are working on, the type of activity, the time spent, and a brief
description of the activity. At the end of the form, note the following critical information
about work status:

✔ Which tasks were you not able to start that should have started?

✔ Which tasks were you supposed to have completed but were unable to complete?

✔ Was the amount of time you spent on the tasks in line with what was estimated
and expected?

✔ Which tasks took longer or less time than you expected them to take?

If each team members conscientiously considers these factors in each weekly report,
you will have a reasonable start at judging the progress of your project. However, the
progress reports alone will not be sufficient. Regular meetings with individuals and the
staff as a whole are absolutely required to provide you with the adequate information.

Remember that no one has to account for all of the time in a day or a week on the pro-
ject reporting form. Everyone is expected to spend time on activities that are not part of
the project. 

Remember that if you ask your team members to complete weekly project reports, you
must complete one yourself, and you are obligated to review their reports and enter the
information into your tracking spreadsheet. You will find that some team members are
confused about time reporting and tracking their progress. They may include information
in their reports that is too vague or incomplete or too detailed. They may not know what
to do with time spent on departmental activities outside their project work. By reviewing
progress reports early in the project, you have the opportunity to offer suggestions about
the information you would like to see. 

Your tracking spreadsheet begins with your topic estimating spreadsheet and informa-
tion about the interim milestones and the amount of time allocated to each topic group
set. As you receive progress reports, note how much time has been spent on a particular
topic or group of topics and whether an interim milestone has been met. Your tracking
spreadsheet might look like the one in Figure 18-10.
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Figure 18-9: Weekly project reporting form example 
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458 Part 3: Project Management

In the example, we can see that one month of the project is past, and the project is
slightly behind schedule. The project manager estimated 66 hours for the first two-week
period, but the information architect used more hours than predicted (64 instead of 60).
During the second two-week period, the estimate called for 109.34 hours, but only 90
hours were used. It looks like the information developer got a slower start, and the editor
didn’t have much to do as yet. It should not be difficult to get the project back on the esti-
mated hours budget in November.

Not only will you have to track time spent and milestones completed for your own pro-
ject staff, you will also need to meet with others involved with the project to ensure that
their work is progressing adequately. If you are responsible for measuring the progress of
graphics development, editing, localization and translation, production, or reviews and
approvals, you will need to know how these activities are progressing even when they are
under the management of people outside your team. You may want to ask people who are
coordinating these activities to provide you with progress reports as well.

Using automated workflow systems to track progress
If you are working with a content management system in which the status of a topic or
section of a document is recorded in the topic metadata by the information developer, you
can use direct reports from the workflow system to help track progress. The reporting sys-
tem should tell you if 

✔ a topic is in progress 

✔ the first draft of a topic has been completed

✔ a topic is in developmental editing or copyediting

✔ a topic is in review

✔ a topic has been revised and the second draft completed

✔ the topic is being tested and validated

✔ a topic is in final draft and has been delivered for translation or final production

Any number of useful data can be recorded by setting up status reporting in an auto-
mated workflow system. You should have sufficient information to help you judge at any
point in time if your project is on track and progressing adequately toward interim mile-
stones and final deliverables. The automated workflow system reporting won’t give you
all the information you need. You will still need to meet with team members and ask them
to complete their weekly progress reports on time.

Best Practice—Reporting progress
If you have been meeting regularly with team members, receiving their weekly
progress reports, adding the data to your project tracking spreadsheet, and
reviewing data from the workflow system status reports, you should have all the

24_777110 ch18.qxp  11/15/06  4:30 PM  Page 458



information you need to produce monthly or more frequent reports to your management
about the progress of your project. 

You should work hard to ensure that, in addition to your own accountability, your
management and the managers of the larger development project take responsibility for
the success of your project. They need to provide assistance if you ask for it and become
actively involved in helping to resolve conflicts and problems that may have emerged.

It is not enough simply to send your project report by email to your management. You
must meet with the project sponsors and stakeholders to deliver your report and ask for
their assistance if needed. If you don’t ask for help in a timely manner, you will be held
accountable if the project fails to deliver. If your project is high risk, you need to meet fre-
quently with management to ensure that you are on the right track and are pursuing
appropriate solutions to problems.

Scheduling your reports
Short projects, those that take three months or less to complete, require that you report
progress weekly or every other week at the most. Larger projects generally require
monthly reporting, although if your project is especially high risk or if you are experienc-
ing problems with schedule, resources, or quality, you may need to report more frequently. 

Developing a project-reporting template
The typical information you need to provide in your periodic report as project managers
is as follows:

✔ Summarize the current progress of your project, including what has been accom-
plished to date and whether or not the project is following the plan and is presently
on track.

✔ If your project is not on track and is experiencing problems, state the reasons for
the problems.

✔ Note the actions that you have taken to solve the problems.

✔ Explain what actions, if any, you need your management to take to support you in
resolving the problems.

✔ Summarize the project tracking information, including the progress on topics or
groups of topics, interim milestones, and deadlines.

Remember that the best project managers are not afraid to ask for help as soon as they
need it. Waiting too long, ignoring project problems, or demanding that everyone put in
exorbitant overtime all happen on projects. Just don’t let them happen on yours.

Figure 18-11 provides an example of a typical progress report and provides an example
the information that might be included in each section. 
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460 Part 3: Project Management

Figure 18-11: Periodic progress report example
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Best Practice—Building your Project Management folder
At this stage of the project with Phase 1: Planning and Phase 2: Design completed
and work being accomplished in Phase 3: Development, you have produced a
variety of work products to help you manage the project. All the information you

have developed to plan and manage your project should be maintained in a Project
Management folder. That file might be part of your content management system or might
be maintained separately in your file system. If you have a content management system,
use the version control capabilities of the system to record the changes that you make in
your planning, design, and development documents. If you are using a file system,
develop a naming convention to show changes to initial plans and use comments to
record your notes. 

At this point in your project, the Project Management folder should include the following:

✔ Your initial project plan with appropriate approvals and changes as necessary

✔ Your initial project spreadsheet with changes

✔ Your topic spreadsheet with all topics assigned and scheduled with changes

✔ Your resource leveling spreadsheet

✔ The weekly progress reports of your team members

✔ Minutes of team and other meetings

✔ Your project reporting spreadsheet

✔ Your periodic project reports

✔ Other reports provided to you by stakeholders outside your team

When your project is complete, this information will prove essential in producing a
final report and evaluating the success of the project. The information will also be invalu-
able for future projects.

Summary
In this chapter, you dove into the heart of project management. Through the development
of a series of project spreadsheets, you have learned to

✔ develop a framework for creating a project spreadsheet

✔ add people time to your spreadsheet based on traditional book-based deliverables

✔ add people time to a spreadsheet developed for a topic-based project

✔ handle a project in which you had initially assigned inadequate resources by
adding an additional information developer to the project

Chapter 18: Keeping Your Project on Track 461
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462 Part 3: Project Management

✔ consider the effect of adding resources to a project as well as rethinking the scope
of the project or assuming that more time will be available because the deadline is
usually extended

✔ recognize that you have not allocated time fairly among information developers
and learn to use a leveling technique for your project

In addition, you have a standard form that you and your team members might use to
track project time, a standard spreadsheet that you can use to record the time everyone is
using on a project, and a standard format for a periodic project report that you are now
prepared to write for your management and other stakeholders on the project.

Many people who suddenly have project management thrust upon them believe they
don’t have a “number” sense. I have tried to make the spreadsheets obvious and easy to
use. You can use a spreadsheet program that will calculate sums and products for you if
you learn to add a few formulas, or you can calculate your spreadsheets on paper by
hand. You can also find the project spreadsheets presented in this chapter on the book’s
website for downloading.

The next chapter continues your project management education by learning to handle
the inevitable changes that occur on most projects. 

24_777110 ch18.qxp  11/15/06  4:30 PM  Page 462



24_777110 ch18.qxp  11/15/06  4:30 PM  Page 463



“We better rethink this project.”
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Managing as the
Project Changes

Good design begins with honesty, asks tough questions, comes
from collaboration and from trusting your intuition.

—Freeman Thomas 

During Phase 3 of the information-development life cycle, your
project is well underway. Information developers are creating
content, editors and reviewers are suggesting changes, topics
are being validated for accuracy and completeness, and localiza-
tion and production coordinators are anticipating the move into
Phase 4. If you are using a topic-based architecture, topics may
already be scheduled for translation as soon as they are in final
draft. 

As project manager in your role as coach and team builder,
you are involved in keeping the team moving ahead. Not only
do you want to ensure that every individual is working to his
or her potential, you want to anticipate changes that may occur
in the project and ensure that you make the decisions needed for
the project to progress. 

At this point, team members know their assignments and are
chiefly responsible for managing their own workload. In sched-
uling the topic interim milestones, you have worked together to
predict which areas of the project are likely to be completed
first, which are most likely to change, and which will be com-
pleted at the very end. However, the information developers
must be alert to subtle changes in the product-development
schedule. As they interact with developers, they must pay close
attention to indicators that the project is changing.

As project manager, you are responsible for being alert to the
not-so-subtle changes. In your meetings with product managers
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466 Part 3: Project Management

or senior managers, you must watch for changes in customer requirements or redefinition
of existing requirements. If you or other team members (for example, the information
architect or the usability experts) are able to interact with the customers during the devel-
opment life cycle, you are likely to refine your understanding of their information needs
or discover new needs that require a change in the direction of your project. 

Best Practices in Managing Change
As you work together with your team members and other stakeholders on the activities
of the Development Phase of the project, six best practices will help you assist the team
in meetings its goals and responding effectively to the inevitable changes that occur on
information-development projects: 

✔ Managing the team

✔ Tracking the change

✔ Responding to change

✔ Initiating change

✔ Analyzing ongoing project risks

✔ Communicating about change

Best Practice—Managing the team
An important role and responsibility for the project manager is keeping the
information-development team motivated, productive, and on track with the pro-
ject. If you have done your best to assemble the right team for the project, you will

have a disciplined and enthusiastic team to work with. Keeping them that way is not
always easy, especially when projects grow increasingly chaotic. It’s easy to assume that
everything is going well, especially when inexperienced team members are reluctant to
report challenges. 

You may have been communicating frequently and effectively during the planning and
Design Phases of the project. You must be particularly alert to maintain communications
during the Development Phase at times when information developers often retreat into
their cubicles or spend most of their time with the product developers. Better communica-
tion will promote continued time unity and a positive spirit on the project.

In Chapter 16: Keeping Your Project on Track, you developed a process for progress
reporting, and you considered having frequent meetings with your team members. If you
find that meetings are falling off because everyone is frantically working, consider 15-
minute stand-up meetings daily rather than longer meetings. Restrict the meetings to criti-
cal questions:
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✔ Have you accomplished what you planned?

✔ If not, what are the barriers you’ve encountered?

✔ How do you plan to get back on track?

Don’t try to solve the problems in the brief meetings. Just learn what they are. Arrange
to talk individually with anyone who is encountering a problem. Help everyone to know
that reporting problems early, before they become catastrophes, is the only acceptable
course of action. The longer you wait to address a problem, the greater the problem
becomes. It’s much better to fix problems when they are small.

Encourage team members to rely upon one another for help. They also need to talk
about their work, especially to ensure that they are not duplicating efforts. Team members
frequently learn about project issues that affect all the work, not only their own. They
need to make opportunities to share understanding and design solutions.

If you have worked with individual team members before, you will know who needs
more regular consultation and who can manage independently most of the time. With
new team members, you will have to judge the amount of assistance each may need. If
they are less able to manage their own time and schedules, you may need to provide more
help initially, until they learn how to handle the demands of the project. Just don’t let
them get too far into trouble before taking action. Consider the following activities for
new team members who are challenged to manage their own time:

✔ Work with the new team member to develop a detailed personal schedule work-
ing back from the due dates for each project milestone. 

✔ Schedule daily progress meetings of 10–15 minutes each until you are assured that
information development tasks are on track. Cut back to once a week meetings
when you are confident the new team member is able to meet deadlines.

✔ Watch carefully if a new team member has multiple projects to balance. It is easy
for someone to devote extra time to a simple or interesting project, thus getting
significantly behind schedule on more challenging projects.

✔ Encourage a new team member to hand off content to editing and team review ear-
lier rather than later. New team members are often concerned about work that
seems unfinished. As a result, they hold onto content too long, only to be informed
that their content does not meet expectations. By then, they are left with too little
time to change course or make substantial corrections.

Ensure that everyone on the team understands the project plan, especially the audience
and vision for the project. Work with less experienced team members to review the design
and style standards for the project so that their work is on track from the first. Make time
to do quick reviews of topics. It’s better to find misunderstandings with the templates or
styles before tens of topics need to be changed. 

Be especially alert to information developers who are willing to let someone else do
their jobs. In most cases, these individuals are afraid of making mistakes. They are most
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468 Part 3: Project Management

secure simply copying content provided in specifications or dictated by product develop-
ers. Watch for signs that some of your team members are content to use someone else’s
words or include information that is inappropriate for the audience. You can usually tell
when people have written something that they don’t themselves understand. If you do
early, quick reviews of the topics written by team members you don’t know or those you
suspect may take the easy path of “cut and paste,” you’re more likely to catch the prob-
lems early enough to solve them. After the project is 100% or 50% complete, you won’t
have time to get the changes made.

Resolving problems
Because it is so important to keep your team functioning and productive, as project man-
ager, you are responsible for removing barriers. Some team members will be quite suc-
cessful on their own in removing barriers, but many will not be successful nor will they
try. At that point, you must intervene. Consider the following barriers:

✔ Requested information about the product is unavailable or has been delayed.

✔ Product developers are too busy to talk with your team members.

✔ Changes to the user interface or parts of the product that will affect the information
are not communicated to your team in a timely manner.

✔ Review schedules are not respected.

These are only a few of the barriers that organizations construct around projects. Some
of them occur because the right processes are not in place to communicate among all the
team members. Others occur because individuals do not understand their responsibilities
with respect to information development. 

As soon as some or all of these barriers appear, consider your best course of action. Do
you meet with individuals who are obstructing your team’s progress and discuss how
they can keep to schedules or provide needed information more easily? Do you meet with
the managers of your primary sources of information to explain what your team needs to
be successful? When do you escalate your concerns to higher levels of management?

Calm negotiation early in the project can often lead to more responsive processes and
behaviors. However, if a problem seems intractable, escalate it in the organization and
flag it in your periodic progress report. 

Be certain that your team members know that you have worked to resolve the problem
to the best of your ability. If you can’t reach a resolution, explain to them what happened
and why. Have a plan for handling the problem even if you don’t have the support you
need.

Handling difficult team members
Although you’ll find yourself working on problems between your team and others in
your organization, primarily product development, you are also likely to have difficult
members of your own team. When we put team members together for weeks or months,
even years, you are going to have conflict at some time.
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You may find team members with personal agendas in conflict with the group’s pur-
pose and vision of the project. You may have team members who do not get along well.
You may have team members who gossip or report the misdeeds of others. 

None of these problems can be solved without active intervention. You need to find the
root cause of the problem as quickly as possible. In most cases, informal conversations
with those involved are enough. In some cases, however, you need to find more formal
solutions, including replacing an individual who is disrupting the team. 

Developing a self-managed team
Every manager appreciates team members who are good at managing their own work,
but teams don’t become self-managing on their own. They need to know what it means
to be self-managing because some people interpret that directive as no management. Self-
management means that individuals take responsibility for the direction of the team at
different points in the project, depending upon expertise. For example, if you are working
out the graphic design of a web page with your team members, you would expect the
graphic artist to lead the team through the decisions.

To ensure that your team members work effectively together and take responsibility for
all the work of the team, review the following with them:

✔ Everyone knows the information-development process steps and how to achieve
them

✔ Each team member develops a personal work schedule to meet the deadlines

✔ Team members share information about project status and technical content

✔ Everyone feels responsible for doing the best job possible, not waiting for others to
correct one’s work

✔ Team members help one another achieve quality in the work rather than accusing
some of lacking competence

✔ Team members work together to solve problems that they can solve and bring
others to the attention of the project manager

Establish guidelines for conducting meetings, resolving disagreements, and tabling
issues that can be considered later. Get answers to questions quickly so that people don’t
waste time going in the wrong direction on the project.

Promoting quality goals
Everyone on the team is responsible for the quality of the product you develop. Promoting
quality among team members means ensuring that everyone knows the rules:

✔ Review your own work before anyone else sees it.

✔ Apply spelling and grammar checking tools before sending work for review.

✔ Present your work for review by the team, especially when you have had diffi-
culty understanding a technical point.
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470 Part 3: Project Management

✔ Review the work of colleagues in a nonjudgmental way.

✔ If possible, verify that your technical content is correct by testing it against the
product.

✔ Don’t depend on product developers or subject-matter experts for all the content;
investigate the subject matter yourself and gain expertise.

✔ Know exactly for whom you are writing even if it means describing a hypothetical
audience. Audience knowledge resolves most conflicts over content and style.

✔ Work closely with editors to meet your organization’s standards for topic develop-
ment and minimalist writing style.

✔ If you don’t understand how to use your organization’s information architecture,
find someone who does and learn from them.

✔ Recognize that your work will appear in context with work from other team
members.

The more dispersed the team, the less direct communication you have with team members
or other stakeholders, the more difficult it will be to maintain the quality of the product.
When your team is developing topics and reusing topics among different deliverables, you
need to work together more closely than if everyone is assigned to produce unique deliver-
ables. As project manager, you need to foster team work and collaboration by promoting the
vision of the project and ensuring that people learn how to work together effectively.

Best Practice—Tracking change
If you developed your project tracking spreadsheet, as outlined in Chapter 16:
Keeping Your Project on Track, you are already charting the progress of each team
member on a weekly basis and resolving problems with quick daily meetings.

Despite all the best efforts, projects rarely proceed from start to finish without change. 
As project manager, you are responsible for anticipating changes that will affect the

work of your team and your ability to meet deadlines. If you cannot anticipate all changes
that might occur, you need to work with your team members and stakeholders to uncover
changes to the project as quickly as possible so that you can take action to ensure that you
are still able to meet the schedule and maintain the quality of the work. 

Anticipating change
You may think it illogical to assume that you can anticipate when changes are likely to
occur in your project, but you’ll find that in most product-development projects, changes
are frustratingly predictable. Many projects are planned without sufficient understanding
of customer requirements, with overly optimistic schedules, and unreasonable deadlines
designed to satisfy demanding, poorly informed executives. Managers of the larger pro-
jects that your team supports know that schedules will slip as requirements are redefined
or difficult technology problems encountered. They may have planned for these contin-
gencies in their project schedules.
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Your experience working with particular development organizations will give you con-
siderable insight into which product-development teams are most likely to change direc-
tion and slip schedules. Even if you are working with a new development group, you can
often predict the level of change by the uncertainty and risk surrounding the project plan.
If there is no project plan at all, you can usually count on major disruptions to the project. 

I have also found that schedule slips occur just before major milestone dates. No one
seems to want to admit in advance that the milestone will not be made. They wait until
the last minute to announce the change, hoping that the bad news will be viewed as
inevitable. 

Schedule slips also occur in some projects because of external pressures. I rarely find
development and product managers who will announce a schedule problem right before a
quarterly report to stockholders is due. The announcements come about two weeks after
the report is out.

By communicating with product and project managers in marketing and development,
you can hope to learn about problems occurring in your project. You may learn that part
of the development team is having difficulty getting a new technology to work or having
difficulties with integration. By following the interactions of marketing with customers,
you will learn early about changes in direction, requirements redefined, and problems
with early prototypes that demand change.

If you have already aligned your topic-based deliverables with the product features or
function development, you may have anticipated the areas that are most risky for your
part of the project and scheduled them for later completion. As soon as you become aware
of potential product schedule changes or changes in requirements or design, be ready to
adjust your own schedule and communicate the changes with your team members.

You may, of course, be part of a larger project that has instituted a change control
process. When changes occur in the project, they are recorded in a change management
system. As part of most change-management systems, the project manager must estimate
the effect of the change on the budget, resources, and schedule of the project. In the best
systems, the effect of the change on all the project stakeholders, including information
development, are taken into account. As the manager of the information-development
project, you may be asked to estimate how the change will affect the work of your team.
Sometimes changes are not accepted for a system because they adversely affect the ability
of all the stakeholders to meet the deadlines or maintain the quality of the product.

Evaluating the impact of change on the project
When your team faces changes in the larger project, they typically take three forms:

✔ Topics that have already been developed have to be rewritten.

✔ Topics already developed are no longer part of the product and will be deleted
from the final deliverables, usually along with some topics yet to be developed.

✔ New topics have to be developed that were not part of the original schedule.

In each case, the schedule you have developed for your project no longer applies. 
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472 Part 3: Project Management

The greatest danger you face as project manager is having your team members respond
to changes in the product without consulting you or the rest of the team. Information
developers often want to be responsive to requests for change that come from the devel-
opers they work with every day. It’s simple enough to say “yes” to a request to add a few
topics to accommodate a new feature or function. Unfortunately, those requests often add
up and have a disturbing effect on the project as a whole.

What happens, for example, when one information developer decides to add 20 new
topics to the 100 topics planned for a deliverable? The 20 new topics represent a potential
20% increase in the workload of everyone involved in producing the deliverable. The
editor will have 20 additional topics to edit; reviewers will have 20 additional topics to
review; translators will have additional work added to their schedules. The information
developer might argue that it only took her two or three days to add the topics. As a
result, six other members of the information-development project have just had additional
work added to their already overstuffed schedule. Plus, the larger information deliverable
will now cost more to produce, print, and distribute (if it is being distributed in paper). 

It’s not up to individual team members to make change of scope decisions. You need to
work out a process with your team to ensure that they don’t accept work without consul-
tation. Insist that they inform their development colleagues that they have to check with
the project manager before accepting the additional work. By shifting the responsibility to
you, they take the pressure to accept a change off themselves.

Use the form in Figure 19-1 to institute your own change control procedure if one doesn’t
already exist in your organization. Communicate the effect of change to all your team mem-
bers so that they understand the consequences of hasty decisions.

Best Practice—Responding to change
If you have anticipated a high-risk project as part of your original project estimate,
you may have sufficient contingency time in your project plan to accommodate
some degree of change. For example, you may have calculated project dependen-

cies based on an unstable product, leading to a higher than average hours per page. A typ-
ical unstable project may result in a 20% increase in time allocated for the project. With
this extra 20% available, your time may be able to absorb the changes and keep the project
on track because the additional time for revisions is already built into the schedule.

If, however, you have scheduled your project tightly, usually because of inadequate
resources assigned, you will be unable to absorb the changes into the schedule. At that
point, you have to estimate the affect of the changes on the project estimates and the
schedule.

Consider the following situation, illustrated in Figure 19-2. You had planned your pro-
ject based on an estimate of 75 task topics. On December 1, you find that new features
have been added to the project, increasing the number of tasks by 25. In addition, five of
the tasks already written are no longer needed for the project. However, most of the time
to create them has already been expended. Your hours per topic rate by the end of the pro-
ject will be affected by the work already done and discarded. 
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Figure 19-1: Publications change-request form

Re-estimating the project
In your original estimate, you had figured 5.0 hours per task topic. When you review the
tasks to be added, you note that they can be accommodated in the original architecture for
the topics and deliverables but will require additional time for writing, editing, produc-
tion, and translation coordination. Your planning and Design Phases represent about 30%
of total project time, leaving you with 3.5 hours per task topic. 

Multiplying 25 topics by 3.5 hours per topic requires an addition of 73.25 hours to your
project schedule. 

Project name

Initiated by

Description of the change

Publication affected

Number of affected pages

Estimate of page-count increases/decreases

Estimate of illustration increases

Start date

Effect on resources
 people sources
 schedule
 localization and translation
 manufacturing

Approval signatures
 publications and manager
 development manager
 marketing manager
 other 

Date

Date
Date
Date

Completion date

Date

Publication Change Request
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474 Part 3: Project Management

At the same time, you won’t have to complete production and translation coordination
for 5 topics, which represents an additional 10% of time that you have not yet expended.
You can deduct .5 hours for each of the deleted topics, or 2.5 hours. That means you sub-
tract 2.5 from 73.25 hours, leaving 70.75 additional hours for your schedule. Your new
total time for the project is 725 rather than 640 hours. Given the addition of 25 topics and
the removal of the production work for 5 topics, your new metric for 100 task topics
becomes 4.6 rather than 5.0.

Since you have several people involved in the work, including the writers, the editor,
the production coordinator, and the translation coordinator, you calculate that the 70.75
hours will take an extra two weeks. Unfortunately, the additional time required to write
the 25 new topics will increase production time but decrease the number of days you have
to do the production work. You may have to negotiate an additional week to allow for
production quality control activities.

You have also learned that the additional work to write the new features amounts to a
two-week slip in the development schedule. That means you’re on track for the project
although you know that other projects might be affected. You have five people who won’t
be available to work on their new assignments for an extra two weeks. Now you’ll have to
negotiate with the other project managers to gain some time. 

The example here provides only one possible result of a change in scope to a project.
Adding time to the schedule is often not an option. Use the following steps to evaluate the
change and then consider what direction is best for your project:

1 Evaluate the proposed changes to the content in terms of topic changes, added,
and deleted. Include graphics in your enumeration of the changes.

2 Review your original estimates and compare these with the actual time spent on
your project to date.

3 If the hours per topic have increased or decreased since your original estimate,
investigate why the change has happened. Consider that the dependencies may
have changed.

4 Reevaluate the project dependencies and run the dependencies calculator again.
Use the result to recalculate your hours per topic.

5 Use the new hours per topic to calculate the number of hours you will need to add
to or take away from your project.

6 Take into account where you are in the information-development life cycle. It’s
easier to make changes during the Planning Phase than when you’re ready for
production to begin.

7 Evaluate the effect of the additional hours on your schedule and resources, taking
into account the advantages and disadvantages discussed in the next sections.
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476 Part 3: Project Management

Preserving the project vision
It’s quite easy to assume that your team can simply absorb any changes to the scope of the
project. The addition of 25 new topics is a change of scope. It’s best to carefully analyze
the consequences of a change of scope before you make a commitment. What if the change
of scope added months, rather than a few days to the schedule? Could that be easily
accommodated with existing staff? What if the new work has to be done within the origi-
nal deadlines? Is that why so much overtime happens on your projects?

The most damaging consequence of scope changes is quality. Will your writers have
little time to validate their information against the product? Will you have to pressure edi-
tors to work faster and ignore anything but major problems? Will you have to compress
production and translation schedules and hope that the work can be done in the remain-
ing time?

Scope changes or changes in the complexity of your project do have consequences for
the project vision. You have designed the project to provide value to the users of the infor-
mation. Now the project is jeopardized because of late additions to the deliverables. You
need to ensure that your vision for the project is maintained or negotiate a change to that
vision. Changes that are likely to affect quality should be made only when all the stake-
holders are aware of the consequences.

You need to discuss with yourself, your team, and sometimes your stakeholders just
what the best course of action should be:

✔ Extending the schedule for the project

✔ Adjusting the interim milestone dates

✔ Adding resources to the project

✔ Adjusting the project scope

✔ Renegotiating project quality

Each of these choices has its own advantages and disadvantages to consider. 

Extending the project schedule
By extending the project schedule, you preserve the original vision for the project and
accommodate an increased project scope. However, you tie up staff who might be needed
for other projects and you increase the cost of the project by continuing to expend hours
on project activities. In fact, extensions to the project schedule can quickly become enor-
mously expensive without delivering increased quality and value to the customer. 

The disadvantages of an extended project schedule are many:

✔ By adding additional time to the project, the costs automatically increase to
accommodate changes to the project deliverables or to correct deficiencies in the
product design or execution.

✔ Staff who may have been scheduled to move to other projects are no longer avail-
able, possibly affecting the schedules of multiple projects.
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✔ Some staff may no longer be available for the extended projects because of other
required commitments, requiring staff changes late in the project life cycle and
further adding to the cost of the project.

In addition to the effect on costs, extended projects are likely to have an adverse effect
on the potential success of the product in the market. The competition may announce a
similar product early, or the market requirements may change once again. The potential
disadvantages of delaying the completion of the project must be carefully weighed
against the advantages of gaining more time and ensuring that the project is successful. 

Using sound project management methods to ensure that a project remains on schedule
are clearly preferred to extending the schedule because project risks were never adequately
evaluated in the first place.

Of course, you will also find advantages to extending the project schedule:

✔ The team that began the project is able to complete it with no need to disrupt the
project schedule by adding and having to train new team members.

✔ The original goals may remain intact, allowing the team to produce the original
deliverables at the quality required by the customer.

✔ Although the project extension may require rewriting completed topics or adding
new topics, the extended schedule may accommodate much of the additional work.

Most project managers have experienced schedule extensions. In fact, extending the
schedule is the most frequent change to a project in response to increased risk in the pro-
ject and changes to the customer requirements. Perhaps the most unfortunate reason for
extended schedules is flawed scoping and estimating of the project in the first place. Many
projects are assigned deadlines by managers based more on wishful thinking than a com-
petent analysis of the scope, risks, and deliverables. Project managers are themselves
aware that the schedules originally agreed to can never be achieved, but they have capitu-
lated to the demands of more senior managers who are apparently uninterested in listen-
ing to reason.

As a project manager in an information-development project, you need to be alert to
the politics of projects in your organization. If you know that projects are regularly under-
estimated and the schedules are always extended, use this knowledge to plan your own
schedule and make assignments. If you are confident that schedules will be extended
because they are always extended, be careful about over-assigning people to your project
early. You may be able to accomplish the project with a smaller team because you can
assume that the team will have more time to complete the project than the initial schedule
and deadlines indicate.

Adjusting the interim milestone dates
Many projects get off to a slow start, often because the requirements are not fully under-
stood or effectively articulated. Often, such projects are likely to have extended deadlines
because the amount of time allocated to the initial requirements definition or to estimating
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478 Part 3: Project Management

the technical challenges of the project are insufficient. For example, you may have a six-
month project with one month allowed for requirements definition. However, after two
months, the requirements are still not fully defined, and there are gaps in the product
specification. Clearly this project is unlikely to be completed within the original six-month
schedule. In fact, unless the scope is changed, the project will likely be twice as long as the
executives had hoped.

How should you respond as you try to predict the interim milestones for the information-
development project? You may have wanted to schedule writing tasks to begin at week 10
in the 26-week schedule or have the planning and design time complete at 30% of the total
project time. It may be possible to begin some writing tasks without a complete specifica-
tion, especially if you are updating existing information that is likely to have only minor
changes. However, it would be best to delay the writing tasks until the requirements and
specifications near completion. 

If you try to maintain your original schedule of interim deliverables, you are likely to
find that your staff is unable to get the information they need because too many decisions
are waiting to be made about the product itself. You may make better use of your team’s
time by moving them to temporary activities on other projects than wasting time creating
materials that will soon have to be rewritten. If your planning and design are thorough, to
the extent that you have been able to complete those project phases with incomplete infor-
mation, your team will be able to quickly write topics that have been fully defined in
advance, even though the details are not yet fully known. 

If the larger project is off to a slow and rocky start, it’s best to slow the pace of the infor-
mation-development project and shift the interim milestone schedule to avoid creating
content too soon. Keep in mind that you want to minimize the time devoted to writing
each topic. Writing a topic more than once simply wastes resources that are better used
elsewhere. If the larger project is not adequately planned and specified, you are likely to
find your team continually rewriting.

Adding resources to the project
Adding additional staff members to a project often appears to be a good tactic. At the
beginning of the project, your estimates should lead you to providing the required
resources to support the scope, quality, and schedule required. If your project needs two
information developers rather than one, assigning two people from the beginning is the
best course. Both individuals learn about the project together and support one another’s
activities throughout.

Adding additional staff members to a project later in the project schedule in response
to change is considerably more problematic. A new person needs to come up to speed on
the project, taking time away from the existing staff and adding a level of complexity
to the project. 

To calculate the affect of an additional staff member, you should return to the depen-
dencies calculator and reevaluate your previous choices. A new information developer
may have less experience with the technology of the project, may not know the tools,
or may be skilled in areas of development that are different from your project’s require-
ments. Or, the new information developer may be more experienced and skilled than the
people currently assigned to the project. Dependencies may change either positively or
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negatively. In most cases, however, your team dependency will be affected. Adding peo-
ple to an existing team disrupts the relationships already established, requiring everyone
to make adjustments and potentially having a negative effect on the project schedule.

The positive affects of adding additional resources late in a project include

✔ adequately staffing the project in response to changes in the schedule, deliver-
ables, scope, or complexity of the project

✔ adding skills that may enhance the quality of the project and ensure that the
schedules are met

However, the problems often outweigh the positives:

✔ The complexity of the project increases with the presence of new people.

✔ Adding new staff late in the project schedule slows the project’s progress as the
new people come up to speed.

✔ A larger project, with more resources assigned, is more difficult to manage than a
smaller project because of the need for more communication channels.

Frederick Brooks, in The Mythical Man Month (Addison-Wesley, 1995), notes that a late
addition to a project team results in a loss of efficiency. For example, if a new person is
assigned to 100 hours, for example, the actual productivity of that person may decline to 80
hours because of the learning curve and the need for the team to assimilate the addition.

It is also clear that new staff are not always available for a project. Everyone in the
group may already be fully occupied with other projects. It may be difficult to hire some-
one from outside, even on a temporary assignment. No budget may be available for addi-
tional staff on the project. Even if additional budget becomes available, no one may be
able to step into the project without considerable start-up costs and time. 

Adjusting the project scope
One of the most effective tactics in responding to changes in the larger project is to adjust
the scope of the information-development project. The goal of a scope adjustment is to
maintain the original budget, respond to the new schedule if necessary, and avoid com-
promising the quality of the final deliverables. 

In the original project described in Chapter 16: Planning Your Information-Development
Project, the team had planned to develop a user’s guide, a help system, and two sets of
training material to introduce the new product to the customers. Depending upon the
nature of the changes to the larger project, as project manager, you may want to look at the
number of topics promised for the deliverables. It might be possible to cut the number of
help topics developed and concentrate on those most likely to be needed early in a cus-
tomer’s use of the product. You might be able to reduce the set of training materials, pro-
ducing only one set rather than two. 

If you are pursuing a topic-based development plan, you should immediately review
any topics that have not yet been scheduled, focusing instead on key topics that will get
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the customer started. You may want to deliver only essential task topics rather than con-
ceptual information, relying on the training to cover the concepts. 

In making scope adjustments, you must develop your plan for the changes and review
these with your team members and with the key project stakeholders. You will need to
know how much time you have already expended, the time required to change content
that has already been developed, and the time needed to redefine the product architecture
if necessary.

Negotiating project quality
No one wants to admit that project quality can be compromised when projects are not
well managed. Even if you have determined that your project requires a level of quality
that will support customer requirements for accessibility, accuracy, and usability, you may
have had to short staff the project because of limited resources. When the project changes
because of changed requirements in the larger project, a project already short on resources
will be severely taxed. 

Project managers and information developers often argue that they maintain project
quality despite changes that affect the content. But whenever I press the case for quality,
team members admit that they are forced to omit quality assurance activities that they
would otherwise include. Under the pressure of changing requirements and unchanging
deadlines, team members are unable to review and edit content internally, validate con-
tent against product interfaces, test content for accuracy, or ensure that content is relevant
to user needs. Deadline pressure often results in removing from the project the very activi-
ties that are intended to guarantee quality. Worst of all, the quality assurance activities are
eliminated without stakeholders being made aware of the consequences.

Negotiating project quality requires that team members report quality assurance
problems to the project manager. If team members believe that critical activities must be
removed from the schedule, the final decision should be made not by individual contribu-
tors but by the project manager in consultation with project stakeholders and team mem-
bers. By reviewing quality issues as a team, you actively decide what quality assurance
actions are omitted, rather than leaving the decisions to individual team members. You
also have a record of your quality decisions, allowing you to allot extra time to correct the
neglected areas at the next release.

The project manager’s responsibility is to make clear the consequences of eliminating
critical quality assurance steps. Failing to validate content against a product is likely to
result in content errors, errors that will lead to increased costs of customer support and
decreased credibility for the information as well as the product.

Rather than compromise quality, the project manager and team members should con-
sider changing the scope of the project. By eliminating some deliverables, the quality of
the remaining deliverables can be maintained.

Revising the project spreadsheets
A critical task that you must undertake as project manager is to revise the project spread-
sheets to account for the changes to the project. First, however, you must estimate the
impact of the changes on the work your team has already completed and the work that
remains to be done. In many projects, changes to the customer requirements or product
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specifications result in changes to work that has already been completed. Traditionally
managed projects are subject to rework. Agile projects assume in their very design that
rework will occur as customers and stakeholders provide feedback on iterations of the
design. 

In agile projects, you must schedule the topics to be developed for each iteration. At the
end of the iteration, you will re-evaluate the topics in light of customer feedback. Some
topics that were complete are then scheduled to be revised or completely rewritten during
the next iterations. Topics originally scheduled for the next iterations may have to be post-
poned to provide sufficient time to revise previous topics.

In traditional projects, project changes during the product-development life cycle result
in changes to existing topics, the removal of some topics from the project, and the addition
of new topics to account for new features introduced. 

In either case, you have to estimate the impact of rework on your project in addition to
accounting for new work that was not originally in your project plan.

The original project plan for an agile project has already accounted for more than one
draft of the content being developed during the Development Phase of the project. That is,
you have already accommodated a certain amount of time to rework existing topics in
your plan. If changes to the project occur soon after many topics are in a first draft stage,
then you should be able to accommodate minor and even some major revisions within
your original estimate. You need to account only for those topics that will need complete
rewriting or major revisions. With your information developers, review the impact of the
project changes on all completed topics, accounting if possible for complete rewrites as
well as major and minor changes. Refer back to Table 15-3 for an example of how to esti-
mate the hours required for the rework, just as you might have originally estimated the
hours for a project that included existing topics. At this point, you need to account only
for the topics already written and requiring changes.

The farther along your information developers are in the Development Phase of the
project, the greater the impact of project changes on rework. If you have topics that have
been through editing, review, and revisions, representing a second or third draft, the cost
of reworking those topics will be greater than for topics that are in first draft. If major
changes occur to the topics, editing, review, and revision will have to occur all over again.

Making new assignments
Once you have identified changes that affect your project estimate, you need to adjust
your project spreadsheet to account for the changes and amend your original project plan
so that the changes are accounted for in future project estimates.

Best Practice—Initiating change
Many of the changes that require reestimating an information-development pro-
ject result from changes in the larger project of which you are a part. In some
cases, however, you and your team members will choose to initiate changes to the

project. Possible sources of information-development initiated change are

✔ the discovery of customer requirements that were not anticipated earlier in the
project life cycle
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✔ recognizing a quality debt acquired during previous iterations of the information
development that require correction

✔ iterating the design process to address usability problems encountered during the
project

Each of these changes to the information design are best addressed as early in the pro-
ject as possible and are ordinarily the responsibility of the information architect. If, how-
ever, you decide to make changes during the course of the project, you will have to
refigure your estimates and find ways to add time, schedule, or resources to the project. 

Note that some changes that you or your team members might initiate may be accom-
modated if the larger project becomes stalled. Rather than sitting idly by or spending time
on other activities or other projects, you may choose to address problems with content
that you could not afford to address before.

Identifying new customer information requirements
During the course of a project, your information architect may become aware of new cus-
tomer requirements for information. You may learn that an audience assumed to be expert
is less skilled and requires more basic information to use the product. You may find, as we
did on a project, that users did not require task-oriented topics that explained how to use
the interface. They were more interested in detailed reference information. 

Although the information architect may identify the requirements, as project manager,
you are responsible for deciding if the changes to the scheduled work can be accommo-
dated without taxing the project schedule or the team members.

Review your project estimates and the progress reports from the team. Decide if you are
on track with all assignments. If so, evaluate the impact of changing the information just as
you would for any other change. Consider the customer value added by the changes in
your approach to the content. If you continue on your original course with the project
plan, you may introduce problems that will prove costly later.

Recognizing the quality debt trap
A quality debt on a project occurs when quality was compromised in past projects to meet
deadlines or because the team members lacked knowledge of the audience or a complete
understanding of the subject matter. As a result, your project may have accumulated a
quality debt that needs to be addressed before you can adequately serve the needs of
customers. 

In reviewing existing content in a project, you will find information that is incorrect,
poorly written, or structured in a way that makes the information less usable than it could
be. In many cases, poor quality content is simply ignored by information developers.
They are too busy adding new information or changing content that is affected by changes
to the product or service they are documenting. They never seem to find time to evaluate
the legacy content and decide if it needs to be revised, rethought, or eliminated.

Work closely with your information architect to evaluate the legacy content and decide
on the best course of action. The earlier in the project you decide to attack legacy content,
the more easily you can include the work in your project estimates. Even better, schedule
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the quality improvement activities during slower times between projects so that the con-
tent improvements are ready before the next round of updates. 

If you find time during a project because of schedule delays, look for opportunities to
reevaluate legacy content. An information architect, working closely with the information
developer, was able to restructure legacy content in an administrative guide and reduce
by 50% the total page count in the final deliverable. Not only was the information volume
less, the value of the information to the customer was greatly increased because the con-
tent was more easily accessible. The information developer had transformed task-based
information into tabular reference information that made search and retrieval of details
more efficient and effective. The team also found that the newly restructured information
was easier to maintain.

Choosing to improve the information design
Some organizations include usability testing of information deliverables in the project life
cycle, often following the second draft of portions of the content. Usability testing readily
reveals problems not only with the specific content but also with the overall design of
the content. A test may demonstrate, for example, that the topics are not titled correctly,
making retrieval difficult. Or, you may learn that information needs to be rearranged
among deliverables because customers organize their enterprises differently than you
had imagined. 

As project manager, be prepared for changes in the project schedule as a result of
usability tests and other types of customer feedback. If you have planned for a testing
phase in your project, you should have time remaining in the schedule for an iteration of
the content or even the overall design. 

If you are unsure about outcome of the initial Design Phase because you lack customer
knowledge in general, find ways to schedule testing earlier so that your team can incorpo-
rate the design changes needed.

Best Practice—Analyzing ongoing project risk
Your most important reason for tracking the time spent on project tasks is to
uncover problems with the project in enough time to correct them. You may be
happily tracking the time on a project, only to discover at a critical milestone that

your team members are behind. You may have assumed that 80% or more of the topics
would be at first draft when your team had expended 60% of the total project hours. At
the 60% milestone, you discover that only 50% of the topics are at first draft. At this point,
you need to address several key questions:

✔ Has the productivity of your team members been adversely affected by changes in
the larger project? Changes may occur not only because of scope changes or
redesigns but because the larger staff is facing their own challenges and have less
time available than you had hoped.

✔ Are your team members having more difficulty than anticipated in completing
their work? Are they not prepared for the technical content of the project or do
they lack the skills needed to gather information or develop topics on schedule?
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✔ Are your team members having difficulty with the tools they are using to develop
information? Have you introduced new tools that are more difficult to use than
anticipated? Are some team members simply more unfamiliar with your existing
tools than you had judged?

✔ Have you had unexpected changes among your team members? Were people
occupied on earlier projects that did not finish on schedule? Have they been
absent from work more than you expected? Has someone on the team left the pro-
ject at a critical time? 

✔ Are your team members facing opposition from key stakeholders? Are you pursu-
ing a new analysis of the users’ information needs that some stakeholders find
uncomfortable? Are you restructuring the information, pursuing minimalism, or
otherwise changing how you develop content? Are stakeholders insisting upon a
return to the old ways of doing things?

Each of these issues can increase the risk of your project and affect your ability to main-
tain your schedule and stay within your original estimates. In some of the situations I
have described, you should re-evaluate the project dependencies. You may have a less
experienced and skilled team than you had anticipated. Your team members may have
encountered more difficult content than originally thought or find that the members of the
larger project are not as available or communicative as you had hoped.

Analyze the situation as thoroughly as you can. Then determine how far behind the
project has become, and decide how to recover. Be careful not to assume that the difficul-
ties in the project will simply disappear on their own. Most likely, you will need to take
positive action to correct the problems and get the project back on track.

Productivity challenges
Project managers all hope to have team members who are stars; capable of intelligently
designing information to meet customer needs; interacting on an equal level with other
stakeholders; writing effective, minimalist text that adheres to style and structure guide-
lines; and generally functioning as consummate professionals. We assume they can over-
come challenges to their productivity and ask for help in overcoming barriers as soon as
their own solutions seem not to work. Unfortunately, none of us has a team of all-stars all
of the time. Team members face their own challenges in working productively. Even when
they are skilled and motivated, they may encounter barriers that frustrate them and
reduce their ability to get their work completed in a timely manner.

Your role as a project manager includes ensuring that your team members are perform-
ing to the best of their abilities and finding ways to help weaker members succeed. Doing
so requires a more hands-on management style than many managers seem willing to
assume, at the same time that they balance concerned participation with dangerous micro-
managing. Since it usually remains your responsibility to see that the work is accomplished
on time, on budget, and with an acceptable level of customer quality and value, you must
be prepared to confront productivity challenges among your team.

Your first point of departure is communication. Frequent communication with your
team members, in small group settings and individually, will help you to know about any
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barriers they are facing. In working with your information architect, you should be confi-
dent that the overall design of the content is on track with your understanding of user
requirements. In working with the technical reviewers and the product-development man-
ager, you can keep track of technical competency in the writing. You may hear that a team
member is having difficulty understanding the technical content or is becoming overly
dependent on the subject experts for source information. Other team members may alert
you, sometimes indirectly, to a colleague that is having difficulty with the content. Your
team editor should also alert you when someone’s work is not up to par. You can watch the
editing time itself. If you have budgeted a percentage of writer time for editing, note
reported time that exceeds the schedule. If the editor is spending an inordinate amount of
time with one writer’s work, that may signal a problem that needs to be addressed.

You may also want to take part in at least spot reviews of the content being developed.
If you have experience with the technical subject matter, you may be able to notice gaps in
the information that might escape the editor. I find that reading through task topics care-
fully often reveals problems in understanding even if I don’t know the content yourself.
I find it quite possible to find missed steps, step sequences that don’t make sense, infor-
mation requirements that should be in prerequisites rather than buried in the steps them-
selves, and what should be preliminary tasks included in the context of later tasks. If you
see writers struggling with the information or writers who appear to be overly dependent
on poorly written technical specifications, you can address the problem before it becomes
too large to handle.

You should be also working with team members to remove project barriers that are
causing otherwise competent writers to lose time. If subject experts are not forthcoming
with information in a timely manner or are difficult to find or understand, you may need
to escalate the problem to more senior managers. You may also find in such delays early
warning signs that the larger project is not going well. Small, early indicators of problems
with the project should lead you to take action in discussing the schedule with your coun-
terparts in the development team. Regular conversations with your team members about
their progress and ability to work effectively can provide valuable information that may
lead to major changes in scope or schedule for your project. The sooner you know about
them, the easier it will be for you to accommodate the changes without affecting the qual-
ity of your team’s work.

Technology challenges
Several technology-related challenges may interfere with the productivity of team mem-
bers on your project:

✔ New team members may be unfamiliar with the tools your team is using for con-
tent creation and production.

✔ Everyone may be learning new tools, particularly if you are moving from a desk-
top publishing to an XML environment.

✔ Changes may make existing tools unfamiliar to everyone, including the introduc-
tion of new style sheets, document type definitions, or metadata configuration.

Chapter 19: Managing as the Project Changes 485

25_777110 ch19.qxp  11/15/06  4:29 PM  Page 485



486 Part 3: Project Management

✔ Team members may be using the tools incorrectly, making their information diffi-
cult to revise or adding production errors to the project.

✔ Team members may be modifying the tools themselves, making their information
incompatible with their colleagues’ information, and increasing production time
and possibly affecting the cost of localization.

You may want to work with your editor and your tools specialists, if they are part of
your team, to consider how to best work with team members who are unfamiliar with the
tools or do not know how to use them correctly. Editors should review the proper use of
styles or XML tags in draft documents until they are confident that team members use
them properly. Tools specialists should provide training and support when new tools are
introduced and check sample files from time to time. 

When problems are not uncovered until the production phase of a project, they become
much more expensive to correct than if they are discovered early. Team members can
fairly easily correct their first drafts and correct problems before they permeate the entire
topic set.

Tools that are used incorrectly also create problems for localization and translation. An
incorrect XML tag might lead a translator to misinterpret a word, phrase, or section of
text. For example, a translator coming upon text that is tagged as a syntax diagram but is
actually the name of a user interface button may not know how to handle the translation. 

Good writer guidelines, training, and reference material for the tools help team mem-
bers avoid technology challenges that will have an adverse effect on the productivity of
the team and the success of your project. Quality assurance activities simply ensure that
the guidelines are followed. The result is a body of content that is consistently developed
and more easily and efficiently modified for future product releases. In fact, quality assur-
ance at all levels of content, including tool use, helps reduce the quality debt of your pro-
ject for the future.

Staff changes
No one likes to experience staff changes in the middle of a project, but sometimes they are
unavoidable. People get sick, have babies, take new jobs, and are needed for other pro-
jects. You have already considered the possible effect on productivity of adding new team
members after the project is underway. Losing existing team members has the same nega-
tive effect on the success of your project. 

If you can anticipate some changes in staff, like marriages, pregnancies, and looming
additional projects, you may be able to plan for them from the beginning. If changes occur
unexpectedly to your team, consider

✔ asking existing team members to absorb the workload, especially if the project is
coming to an end

✔ asking that an experienced colleague be transferred from another project either
permanently or until a replacement can be found
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✔ using a temporary replacement by hiring a very experienced contractor, perhaps
someone who you would not otherwise be able to afford on your project

✔ taking on a development assignment yourself or asking the same of your informa-
tion architect, editor, or other individual familiar with the project

✔ reducing the scope of the project to accommodate the missing hours 

✔ delaying the deadline of the project so that you can complete the work with the
remaining team

As usual with changes of course on your project, the sooner you take action to mitigate
the damage, the more quickly your project can get back on track or head in a new but oth-
erwise acceptable direction.

Stakeholder requirements in conflict
Despite the communication you may have done as you were preparing the project plan,
you are likely to find that some stakeholders have not understood nor accepted the goals of
the information-development project. Even those who have approved a project plan and
listened to your presentations about design changes or new ways of approaching the pro-
ject may have failed to understand the implications of their agreement until they see topic
lists or draft topics. In one case, a team had prepared a topic list following a carefully
crafted minimalist approach, based on a thorough understanding of the users’ goals and
tasks. They had outlined their minimalist agenda in the project plan. However, once the
developers saw the topic list based on the user and task analysis, they backed away from
their agreement, creating their own list of topics based on the features, functions, and the
menu design of the software product. The ensuing conflict over the content of the pro-
posed topics stalled the completion of the project’s Design Phase and delayed the begin-
ning of the Development Phase until the conflict could be resolved.

Once again good communications are the key to avoiding conflict but may not be suffi-
cient. As often as practical, schedule time for project reviews with the stakeholders, espe-
cially when architecture design changes are happening. You may need to repeat many
times what your goals are and how you are accounting for user needs. Once people
understand what you intend, some of their worries may dissipate. 

If you anticipate many disagreements, especially if you are moving information in a
new direction, be certain that you have a highly placed, politically savvy champion for
your project. Take time to keep the champion informed about goals and progress at a high
level. Ask the champion how to handle conflicting goals and requirements among other
highly placed stakeholders. At key times, the champion may have to intervene directly
with others at his or her level in the organization. 

If you have sound user data backing up your design direction, publicize it among
the stakeholders. Be certain that they know why you are rearchitecting the information-
development project and how the new direction will benefit customers and the company.
If you have an information architect, involve him or her in the discussions with the
stakeholders. 
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Work with your team members on their political skills. Discuss the benefit of acting
professionally and in the best interests of the customers. Convey your own understanding
of the political situation and work with team members to mold their responses to chal-
lenges from stakeholders. Learning something about company politics and how they
might best represent the team and your department will help them avoid conflicts and
keep the project on track.

Best Practice—Communicating about project change
Communication is critical to successful project management, not only when a
project already underway experiences changes but also when the project you are
managing is different from earlier information-development projects. Not only

must you communicate with your team members and colleagues within your department,
but, most importantly, you need to establish a regular means of communication with
stakeholders and your senior management. 

I recommend writing project plans in part to initiate communication about the project.
Although the project plan is primarily about planning the project, rather than writing the
plan, the plan itself is an important communication tool at the beginning of the project
and when you recommend a change in the project scope.

In addition, you may find that communicating through the plan alone is inadequate to
reaching agreement and achieving consensus among team members. It’s much too easy
for a stakeholder to inform you that he or she “agrees with the plan,” only to claim later
that no communication ever occurred. New project managers, you may find it distressing
to realize how little of what you try to communicate is either read or understood. My rec-
ommendation is to accept the fact that most communication is not successful, may be
entirely misunderstood, and will have to be repeated frequently before a general under-
standing begins to emerge.

Communicating with team members
You might think that your own team members are listening when you discuss the plans
for the project. After all, they are most affected by inadequate planning or by a lack of con-
sensus around project vision and goals. It’s wise to hold several short meetings in which
you restate the project vision or ask others to state what they believe the vision to be.
Writing the vision down, creating a short slide set, or developing a graphic that illustrates
the project vision may help.

At regular intervals during the project, depending upon the project schedule, plan
opportunities to reiterate the vision and discuss how you all intend to achieve your goals.
If you are re-architecting the content, provide lots of examples of what a newly restruc-
tured installation or user guide might look like. If necessary, create a small mockup or sto-
ryboard of the planned redesign. If one of your goals is to reduce the volume of content in
an information suite, discuss with your team how you will establish specific targets for
reducing page or word count in each deliverable. Ask them to explain why they believe
the re-architecting to be necessary. You may be surprised at the team members who don’t
see the point of the entire effort.
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Communicating with stakeholders
Stakeholders often have strong personal goals associated with your project that may make
communication difficult. Some stakeholders believe they are more capable of developing
accurate information about the project than your team members. They may argue about
content, style, format, wording, or even grammar and punctuation. They may have formed
expectations about the scope, schedule, and activities of your project that are completely
at odds with the reality. 

At the same time, finding ways to communicate with stakeholders when they are busy
and fully engaged with their own work is challenging. You can schedule meetings and
have few if any of the participants that you believe should attend. You can distribute doc-
uments and have them ignored.

In Chapter 14: Introduction to Project Management, you learned about the importance
of conducting a stakeholder analysis early in the Planning Phase of the project, as you
planned your project. A stakeholder analysis will only bear fruit if you accompany it with
a communication plan. A communication plan may include several activities or events
that you will use to provide information to each group of stakeholders you identified.

Some stakeholder communication can take place in meetings; some must take place
individually or in very small groups of two or three individuals. You may find it effective
to ask the stakeholders at such meetings what they understand about your project. You
may be quite surprised to find that they have little idea what your team is working on. Or,
you may be equally surprised to find them well informed. However, the busier they are,
the more they will know little about what you’re doing. It’s ultimately your responsibility
to ensure that they are informed.

Individual meetings with stakeholders may help to further understanding in specific
instances. Ask what they need to know about the work of your team. Be certain they
understand your interest in usability and your understanding of the user community. In
most cases, once the communication succeeds and stakeholders know what you want to
achieve, they are cooperative and supportive.

Communicating with senior management
Communicating with senior management about your projects will depend upon the
degree to which you are pursuing change. If your project is ordinary, representing the
same basic processes and designs that you have always used, your communication task
may be restricted to general reports about the progress of the department’s work, rather
than reports about individual projects. However, if your project is out of the ordinary, you
may need to plan a communication strategy that demonstrates your alignment with cor-
porate goals and objectives. 

If your objective is to reduce project costs by fostering content reuse among deliver-
ables, report at the end of the project your success by comparing the original information
with the information from your project:

✔ number of total topics developed

✔ number of hours used to develop the reduced number of topics
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✔ number of hours reduced for editing, reviewing, and testing topics because you
have fewer topics to manage

✔ total amount of content (measured in words or pages) in the final deliverables of
your project (each PDF, printed piece, web page, help topic, or other deliverable)

✔ total amount of content (again measured in words or pages) in the repository

✔ number of words translated

All these metrics, presented in one slide, demonstrate the gains you have made in pro-
ductivity. If you can show reductions in actual costs, do so.

If the corporate goal is to increase the value to the customer of information, you may
want to report successes in reducing customer content that no one seems to need, decreas-
ing the verbiage, making content more easily accessible, or increasing consistency. Better
yet, report on the feedback you are getting from customers on improvements in the infor-
mation. Talk with trainers or support personnel who may have noted differences in the
number of questions or types of calls they receive.

Whatever you report, keep it short. A few slides will go further in getting your point
across than a long report. 

Adding to your Project Management folder
As you re-estimate the project, make changes to your scope definition, reassign or add
resources, add the revised planning documents to your Project Management folder.
Include correspondence that details the changes, including minutes of meetings you have
had with stakeholders, memos that indicate that changes are anticipated or have occurred,
and notes that show how you have recalculated the resources required to complete the
project by the deadline.

Summary
You already know that if you have a project that does not change during its development,
you have a rarity indeed. Most projects undergo significant change, primarily from new
information about customer requirements and changes of direction among the product
developers or subject experts. In response to such changes, you have learned about

✔ working with your team members so that they understand the goals of the project
and can contribute fully as professionals to the team

✔ tracking the progress of your projects, both in terms of changes that may occur in
the larger project of which you are a part or changes within your own project

✔ reacting to changes in your project as quickly and thoroughly as possible, even
anticipating changes by knowing the circumstances surrounding your project
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✔ planning for your own changes to the project so that you can better serve the
information needs of your customers

✔ continuing to evaluate project risks, including the loss of key team members

✔ communicating the changes to your team members, stakeholders, and even your
senior management when necessary

The better you learn to anticipate and act quickly in response to change, the more confi-
dence you will have in your own management abilities and the more confident your team
members will be in your ability to manage effectively.
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“We are all working together now.”
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Managing in a
Collaborative
Environment

Time is the scarcest resource and unless it is managed nothing
else can be managed.

—Peter F. Drucker 

In the discussions of project planning (Chapter 16) and project
management (Chapter 18) activities, I alluded to the importance
of information developers and others involved in the develop-
ment of information working together as a team. Unfortunately,
teamwork is not always the norm among information develop-
ers. Many writers are hired by product development, marketing
and marketing communications, customer support, manufactur-
ing operations, and others responsible for providing instruc-
tional and policy-oriented content to external and internal
customers. These writers often work independently, responsible
for the entire task from planning and design through develop-
ment and final production. I refer to these developers as operat-
ing at Level 1: Ad hoc of process maturity in the IPMM. Even
the personality types of many writers, who are more often intro-
verts, support a predilection to work alone even when they
become members of information-development departments.
Typically, each writer works independently on a book, help sys-
tem, or other final deliverable, only occasionally coordinating
work with others responsible for related publications.

As long as an organization is not worried about consistency in
its publications, an environment that promotes individual con-
tributors working in any way they choose is acceptable. As soon
as an organization believes that its publications reflect upon its
image to its outside customers or help to ensure consistent
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494 Part 3: Project Management

implementation of policies and procedures internally, the “branding” of corporate informa-
tion (and thus the consistency of the publications) assumes a new level of importance. Such
branding cannot take place without collaboration among those who develop organiza-
tional content.

As a project manager, your ability to work with a team of people toward a common
goal is essential to the success of your project. If you have team members intent on going
in their own directions, despite the needs of the team, your project will experience prob-
lems. Not only must you foster collaboration among your team members for the sake of
the project, but you also need the support of the department or larger organization. If
those who lead the larger projects of which your team is one part do not understand the
benefits of collaboration nor cooperate in working with all the team members, your proj-
ect may be seriously undermined.

I recall a situation in which we had a small collaborative team working on a software
development project. The team was led, as usual, by our project manager and included an
information developer and an editor. These three team members were all introduced to
the software-development team and met with members of that team, including their proj-
ect manager, often independently. At the end of the project, we learned that the software
manager was disappointed that we had continually changed personnel on the project,
forcing them to work with three different writers. They didn’t understand that we were
a team working together on their project. They were so accustomed to working with a
single writer who did everything alone that they thought we kept changing personnel.
Situations like this one are not uncommon because so many organizations hire informa-
tion developers who never have the opportunity to work with a collaborative team.

Best Practices in Managing
Collaboration
Managing your team in a collaborative environment involves two best practices I discuss
here. You may find yourself asked to make a business case for using collaboration in the
first place. Then, you need to work carefully with team members to create the best envi-
ronment to foster collaboration, especially if you have a widely dispersed team. At a time
of increasing globalization of the workforce, you are likely to find yourself managing
teams with members in multiple locations, in multiple time zones, and representing mul-
tiple cultures and levels of experience with information development.  

Consider the following best practices for collaboration:

✔ Making a business case for collaboration

✔ Creating a collaborative environment

✔ Recognizing that collaborations may fail

Before making a business case for a collaborative project team, consider the possible
challenges of operating in a collaborative environment. Begin by considering several key
questions regarding the project environment you are facing:
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✔ Do your team members have a history of working collaboratively, or have they
always worked independently, even if they are located in the same area?

✔ Are all the people whose work you are charged with managing part of the same
department within the larger organization? Do they all report to the same depart-
mental manager?

✔ If not, are the different managers willing to support a collaborative environment
and support you as you try to get everyone to work together?

✔ Are you experienced managing a collaborative team yourself? Have you ever
worked in a collaborative environment as an information developer or in another
similar role?

✔ Are your team members all housed in the same building or on the same campus?
Is it possible for everyone to meet together on a regular basis?

✔ Are your team members located in widely dispersed geographical locations so
that meeting in one location as a team is rarely possible?

✔ Are your team members located in different time zones? Given different time
zones, is it possible for the team to meet by conference call during everyone’s reg-
ular business hours? Or, will some team members need to work early or late to
take part in a meeting?

✔ Do your team members have at least one language, such as English, in common?
Are they all native speakers? Are some difficult to understand when speaking to
the rest of the team?

✔ Do your team members come from cultures that have different expectations about
their involvement in the workplace? Do they regard deadlines or schedules differ-
ently? Are they willing to devote time to a project outside the regular work hours
or work week if necessary? 

✔ Do your team members have roughly the same level of experience in information
development or in the subject area that they will be writing about? Are some
entirely new to the field? Are they senior team members with considerable knowl-
edge and experience that you can leverage?

✔ Do your team members know the tools and technology that you will be using for
the project, including desktop publishing, XML, content management, help sys-
tem development, and others?

✔ Are all the team members familiar with the work practices in your organization,
especially the project phases that you will help them manage (planning, design,
development, production)?

✔ Do your team members know and trust one another? Are they reasonably enthusi-
astic about working together in a new way?
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If you answered “no” to any of these questions, you will find managing your project to
be challenging, even if you do not try to foster a collaborative environment. However, you
will find many advantages to collaboration that will help you frame your case to your
own management. If you are embarking on a project in which you hope to reduce costs by
reusing content among deliverables, collaboration will be a necessity. If you are managing
a traditional project in which every individual can afford to work independently, you may
find it possible to avoid collaboration, at least for some time.

Making a business case for collaboration
In the early 1980s, I was part of a group of engineering educators interested in fostering
teamwork among our students and analyzing the effects of collaboration on innovation.
We followed the progress of hundreds of student teams, not only studying the actions and
success of each team but also evaluating the teams in terms of their personality types. We
had administered the Myers-Briggs personality type test to every student prior to their
enrollment in the experimental, team-centered engineering practices curriculum.

We learned that the best performing teams were the most diverse in personalities.
Teams in which all the members had the same personality type struggled to find leader-
ship and direction. Diverse teams explored more options in solving problems and tended
toward more innovative solutions. Teams with variable leadership, in that the leaders
changed during the course of the work assignment, depending upon personal expertise,
were also more successful than teams that developed one dominant leader who told
everyone else what to do. 

The lessons learned in this experiment can be successfully applied to managing in a
collaborative project environment.

Advantages
Although certainly challenging to manage, a collaborative project environment provides
significant advantages to produce innovative results and ensure the success of your project.
If one of your goals is to develop modules of content, using a topic-based, information-
types architecture, collaboration is the only way to succeed.

Given a topic-based architecture, all members of the information-development team
must work together to develop content that is correctly typed (as concept, task, reference,
or other) and consistently developed following sound authoring guidelines. All the parts
built by the team members must work together seamlessly to deliver practical and well-
structured information to customers.

You could think about an analogy to building blocks. If the blocks aren’t constructed
according to standards, they won’t fit together to make useful products. Everyone creating
the blocks, from standard rectangular solids to specialized gears and widgets, has to agree
to work together on design plans and design execution for the project to be successful. 

Developing content in a topic-based environment promises increases in efficiency and
productivity with related reductions in cost:

✔ By creating content once and using it in multiple deliverables, you reduce the
amount of time required in your project to produce the content in the first place.
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✔ By creating content once, you increase the overall consistency in your deliverables
and promote the reliability of the content among the customers.

✔ By creating content once, you reduce the time needed for quality assurance, from
editorial review through technical review and testing.

✔ Stand-alone modules of content used in multiple deliverables reduces the cost of
localization and translation.

✔ Modular content produced using standardized markup language such as XML or
SGML can be formatted quickly and easily by applying style sheets, reducing the
time and cost of production tasks.

Topic-based content presents a more coherent message to the customer. Consistent
branding of the information your organization develops and delivers will help customers
recognize a reliable, well-executed information brand.

When your team members work together to plan and produce a set of well-defined,
stand-alone topics, they avoid duplicating one another’s work or creating content that is
inconsistent. Because less time is spent doing the wrong thing, the team members should
have more time to do things well, including finding innovative ways to better meet cus-
tomer information needs. Team members will discover opportunities to pursue specializa-
tions that they find challenging, such as information architecture, information design and
graphics, production coordination, quality assurance, and localization coordination. 

A collaborative environment, once honed, should lead you to improved quality at
reduced costs.

Disadvantages
In information development, a successful collaborative environment requires a centralized
organization under a single senior management, or at least a reporting structure in which
the managers are anxious to support collaboration. If all your team members report to
different managers, you will find it difficult to maintain the cooperative esprit de corps
necessary for successful team projects. 

As the earlier discussion in Chapter 2: The Information Process Maturity Model
argues, a centrally managed information-development organization is essential to move
from Level 1: Ad hoc to Level 3: Organized and Repeatable. The same is true for most col-
laborations. If people can easily ignore the team and follow their own agendas, your pro-
ject is unlikely to be successful. A centralized department structure, while providing the
critical structure required for a collaborative project environment, presents a political
dilemma in many organizations. As a central organization, its budget and staffing are
more visible to senior management intent upon reducing costs and eliminating layers of
management. The central organization is often outside the control and cost responsibili-
ties of operational divisions. Division managers dislike paying a “tax” to keep the central
organization operating, even though centralized functions reduce the costs for everyone. 

Collaborative environments are sometimes opposed by team members who previously
functioned independently. They often rebel against the controls needed to ensure that
information is written in a consistent, structured manner. As a project manager, you may
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have most difficulty with more senior members of your team than with junior members.
Making your business case among your own team members will be as important to your
success as making your business case to management and other stakeholders.

Many information developers argue that a collaborative environment stifles creativity
because the decisions made by the team must be implemented by everyone. On the other
hand, opportunities for creativity expand among team members who have the time to
consider innovations instead of duplicating the work of one another.

Some outspoken team members may argue that a collaborative environment makes it
impossible for them to do their best work. They dislike the extra burden of having to
build consensus for their ideas. However, my research suggests that that claim cannot be
supported by experience with collaborative teams. All the work of the team tends to be
stronger and more innovative than the sum of work of individuals working alone. In
short, the whole is greater than the sum of its parts.

Best Practice—Creating a collaborative environment
If you have established a business case for developing a collaborative team for
your projects, you need to consider the actions that will aid in your success.
Creating a collaborative environment is easiest when all your team members

report directly to you and are co-located. You can focus on maintaining close communica-
tion among the team, with informal and frequent team conversations and one-on-one
meetings between you and each team member. 

However, if your team members are dispersed in different locations, represent different
working environments acquired through mergers and acquisitions, include people in
multiple time zones, and introduce people newly hired from communities and cultures
with no tradition of technical information development, you face many challenges. In the
face of such challenges, many project managers capitulate and divide responsibilities into
more manageable pieces at the price of innovation, efficiency, and quality.

Developing a collaborative team
By following a simple plan, you can make rapid progress at developing a collaborative
team to plan, design, and develop modular, topic-based information:

1 Select team members for your first excursion into collaboration from among those
most enthusiastic about topic-based authoring and content management. 

2 At the initial team meeting, describe your vision for the project and the goals that
you hope to achieve. Explain the process you will use to encourage collaboration. 

3 Begin the process at the planning stage. In many cases, once you describe your
vision for the project in terms of topic-based authoring and information reuse,
team members will go out to collect information about the project specifications
and requirements for information development. Ask them to return in a specified
amount of time with their results. 

4 Meet with team members to review the information requirements for the project.
Focus initially on what users will have to learn to do to use the product success-
fully. Create a comprehensive list of tasks that users will need to perform, including
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tasks already in the existing information, tasks that must be revised for the new
release, and tasks that are new or substantially changed. 

5 Based on the list of tasks, identify supporting information. You may need concep-
tual, reference, and other background information to enable users to perform suc-
cessfully. In identifying all your information types, you will produce a picture of
the content that must be created for the project. By involving all team members
in this collecting and sorting process, they all gradually become familiar with the
universe of project content, rather than knowing only about the content they will
develop. 

6 Your collaborative team will produce a comprehensive content plan for the project.
The content plan lists all the modules that will be needed, existing or not, and the
list of final deliverables to be produced from the modules. Some groups use large
tables or spreadsheets to organize the modules and indicate in which final deliver-
able they will appear. Assign ownership of the final deliverables to team members. 

7 With a list in hand, work with team members to make assignments. Add the
assignments to the table. Note which modules will be used in more than one
deliverable, and ensure that the deliverable owners know when and where they
must coordinate efforts. Modules to be reused must usually be negotiated between
more than one author to decide upon the appropriate level of content. 

8 If individual modules will require some variation in content to accommodate dif-
ferent deliverables, team members must decide how to handle the variations. If
the variations are extensive, you may want to create more than one version of the
module and maintain links between them. If the variations are discrete, you may
be able to handle the variations inside the modules. 

9 With assignments and responsibilities in hand, team members begin authoring,
reviewing, and editing. It will be critical that they can review each other’s work,
especially for the shared information. Even if you have writing guidelines and a
style guide in place, you will still need to ensure that consistency is maintained.
Your role as leader is to help resolve differences and make final decisions. 

10 Once the modular information is in development, work with team members to
track the content. Be vigilant about changes in the project that necessitate new
modules or different divisions among modules than initially planned. Monitoring
project changes will often require that content be reassigned or assigned anew. 

11 As the project develops, ensure that those responsible for the deliverables begin
testing the modular content against the final list of topics. This list may be a Table
of Contents for books or content presented in tabular form in help systems or
linked form in websites. All of the outputs must be planned in advance and tested
against the plan. 

12 Finally, focus the team members on their responsibility of getting the integrated
content reviewed for continuity. Consistency of your initial design and writing
will go a long way toward ensuring the integrity of the content in context, but you
still need a review process to spot gaps and overlaps. 
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Fostering collaboration among your team members
Effective collaboration begins with trust. If your team members trust one another to pro-
duce good work and understand their subject areas thoroughly, they are more likely to
work together effectively. If no trust exists, either because people don’t know one another
or because they have had negative experiences in the past, your first task as project man-
ager is to build or rebuild trust.

Collaboration in Theory and in Practice
Ginny Redish and I collaborated successfully on the publication of User and Task Analysis for Interface Design
(Wiley 1997). Although we had known one another for many years, we had never before collaborated on such a
complex project. We started by agreeing on our vision for the book and working through a detailed information
plan. That information plan went through much iteration before we were both satisfied with the manner in
which we were going to cover the subject. 

When we began writing, we divided the first few chapters between us. Each of us would write one chapter
and then send it to the other for revision. We weren’t really editing each other’s work so much as rewriting it.
Although we had different native writing styles, we worked hard to develop a compatible joint style. We created
a basic structure for each chapter after some trial and error that served us throughout the development of the
book. We continued to work this way, trading chapters back and forth for more than a year. In the end, I think it
would be impossible for anyone to know who had written which chapters originally. Because we trusted one
another and were confident in our experience and expertise in the field, the collaboration was a success.

Developing a joint information plan for the content of the project is an excellent starting
point. If you have a team member who has assumed the role of information architect, that
individual should lead the information planning in consultation with team members who
may be closest to the information resources provided by the product developers or other
subject experts. Through a joint development of the information, begin by creating a team
in which each individual is well informed about the purpose of the project and how you
intend to meet the needs of the customers. 

As you transform the information plan into the project plan and develop spreadsheets
to account for the topic-development schedule, again ask your team members to con-
tribute to the process. Ensure that everyone understands how you estimated the resources
needed to meet the deadlines for the project and how you have planned the interim dead-
lines in the schedule. Ensure that everyone recognizes the limitations on time and resources
so that they take responsibility for maintaining their own schedules and project time
budgets.

As you develop the topic schedule, enlist the help of each team member in evaluating
the possible complexity of each topic or set of topics. Consider that some new topics will
be more complex than others and require more time to develop. Ask them to make the
first estimate of the extent of work required to revise existing topics. Ask if the effort
will be major (more than half the topic will change) or minor (less than half the topic will
change). 
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As you go through the process of leveling work assignments, consider the expertise of
individuals and discuss the possibility of assigning topics to others when certain team mem-
bers are overburdened. If you have less experienced team members, consider tasking senior
information developers to work with them as mentors. You may even want the more junior
staff members to work as assistants to the senior subject experts. They learn both the subject
and good work practices in addition to gaining the trust of the rest of the team.

Once the information-development work begins in earnest, develop small review teams.
The experience of software developers in creating teams to review code has proven to be
successful in removing errors early enough in the project that they are easier and less
expensive to correct. A similar process can be used among information developers who
can review each other’s work as it develops. Not only does this process decrease errors,
it builds trust and further removes the possibility of duplication of effort.

During the Development Phase of the project, you may have the advantage of a devel-
opmental editor who is responsible for looking across the topics and ensuring a consistent
approach that fosters the reuse of topics across deliverables. If you don’t have the advan-
tage of a developmental editor, use your team members themselves to maintain quality at
the developmental level. If your team grows accustomed to team work, the quality level
of all the content will improve.

At this point, I can hear the objections. All of this collaboration will take too much time.
Each information developer needs to stay locked in his or her cubicle, head down, devel-
oping content that you hope is unique. How can we collaborate when everyone is already
so overtaxed with work assignments?

In my experience, a collaborative team is significantly more efficient than a set of inde-
pendent contributors. The team, following a minimalist agenda, can decide to eliminate
unneeded topics and streamline everyone’s writing style. When everyone works alone,
overwriting and duplication are much more likely.

Still, this description of an environment in which a collaborative team succeeds may
seem “Pollyannaish,” a confident leap of faith in the creativity and dedication of the team.
Certainly, it is easiest to achieve a collaborative project environment when everyone works
together in the same location. However, many project managers will argue that hardly any-
one has that advantage today. More frequently, teams are dispersed and have little experi-
ence in working together and may even hold each other in contempt. Especially through
mergers and acquisitions, outsourcing, and moving project teams offshore to emerging
economies, distrust and disagreements can become impediments to your project’s success.

Collaborating across geographical locations
Managing your project across different geographical locations increases the difficulty, not
so much because team members are housed in different offices but because they may have
no experience working together. In most cases, the geographic locations are the result of
mergers and acquisitions, which means that you are not only working with people who
don’t know one another but also with people who come from different corporate cultures.

The best starting point for creating a collaborative environment is face-to-face meetings
that are carefully designed to help people communicate on a personal level. A face-to-face
team meeting is probably the most critical element in fostering teamwork. Video confer-
ences or teleconferences, which work well for ordinary communication during a project,
are incapable of equaling the benefit of an actual meeting.

Chapter 20: Managing in a Collaborative Environment 501

26_777110 ch20.qxp  11/15/06  4:28 PM  Page 501



502 Part 3: Project Management

Unfortunately, restrictions on travel may make a face-to-face meeting of your team
impossible. If you have the facility available, arrange for a video conference so that people
can learn what team members look like. Leave time for personal introductions. If you can’t
arrange a video conference, use a teleconference with the same time for personal introduc-
tions. In addition, create a team website where you post pictures and ask people to con-
tribute personal introductions. Use the site as a communication center for the team where
everyone can post questions, comments, interesting articles, slide presentations, and other
community-building resources, in addition to links to the team’s work products.

Most of the time, project managers who manage projects that cross geographical loca-
tions assign portions of the project to separate teams who may be able to work together
collaboratively. However, if you want to build a collaborative environment that crosses
geographies, consider using work assignments to that end. Develop work teams with sub-
ject area assignments that include members from different locations. Assist them in build-
ing communication tools and engaging in planning, design, and development activities
together. The same techniques I suggest for co-located teams can be used by building
cross-geography teams. Joint planning, development, and review activities work even
when people are thousands of miles apart.

Technology Aids Collaboration
When Ginny Redish and I worked on the user and task analysis book, we had only three or four face-to-face
meetings. Most of the time, we communicated by email or telephone. During part of the year, I was in Australia
while Ginny was in South Africa, entirely different time zones. We marveled at the possibility of collaboration
given our world travels. In fact, having the opportunity for one of us to review work while the other was sleeping
was a small benefit. 

As project manager, your task is to ensure that the communication activities take place
regularly. Be watchful for team members that become isolated or team members who fail
to communicate regularly and begin working independently. If you are convinced that a
collaborative team will help your project succeed, you need to be thoroughly involved in
the process.

Collaborating across corporate cultures
If you are beginning a project with team members from what were originally different
companies, you may need to include several preliminary activities to foster cooperation.
The original companies may have conflicting style guides or authoring guidelines. You
may have entirely different processes for conducting projects. Team members in your
location may have experience working collaboratively, while team members in other com-
panies may have always worked independently. The organizations can be at vastly differ-
ent levels of process maturity. A well-organized Level 3 department may be resented by
those working in a loosely connected Level 2 department or an unconnected Level 1. 
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You may need to work closely with your department management before you begin a
project that crosses company cultures. Building a common culture is difficult and time-
consuming and requires work that must occur outside of a project’s activities and dead-
lines. If the culture-building activities have not occurred, you may be unable to work as a
collaborative team across organizations in which people are suspicious of the motivations,
skills, and expertise of one another.

If your project is the first opportunity to build a common culture, consider finding an
entirely new way of working. Collaborative teams help to break down walls because no
one has been working in quite the same way previously. Move ahead with all the collabo-
rative techniques I have been advocating, especially with team building activities, mentor-
ing, and cross-geography assignments. Your goal remains to build quality and meet your
deadlines. If these goals are not being met, you may have to consider other options, but
you should find it most appropriate to assume that people are willing to cooperate if they
recognize that they will achieve a better result by doing so.

Collaborating across time zones
Time zone differences are a symptom of diverse geographical locations. In the US alone,
we work in four different time zones. If we include the central European time zone, US
participants schedule meetings early in the morning while the participants in central
Europe schedule the same meetings for late in the day. Add to that confusion staff in Asia
or Australia and New Zealand, and your team is working around the clock.

Many teams accommodate the time zone differences by creative scheduling of meet-
ings, with some team members agreeing to alter their work hours to fit into an interna-
tional meeting schedule. Other teams manage communication by email and instant
messaging or shared servers from which project work can be accessed by everyone.
Adding to the mix, teams use collaborative tools, such as Adobe Acrobat, that allow peo-
ple to add comments to each other’s work and see everyone’s comments at the same time. 

Teams benefit from the 24-hour clock. One part of the team can develop information to
meet a deadline, and the other part of the team can pick up the information and review
and revise during the next set of office hours. 

Teams also find the time zone differences to be challenging. Answers to critical, work-
stopping questions may take many hours to arrive. Work may overlap because one part of
a team moves ahead without realizing that the other part of the team has already com-
pleted some work. Time differences that cross the international dateline mean that some
team members are enjoying their weekends when others are struggling through Fridays
or Mondays, limiting the time for collaboration to four days rather than five.

As project manager, you need to work out a time-based system and get feedback about
its success or failure. You will find it most important not to let problems fester until they
become crises of confidence. If members of your team do not use instant messaging or
email effectively, work in some quick training activities. Consider adding a chat area to
the team website so that everyone can see all the discussions about a topic. Even consider
adding to the communications subject-matter experts who are project stakeholders. 

Time zones should not be an impediment to collaborative success but they will require
the team to take them into account in managing communications.
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Collaborating with team members working from home
Many project teams today include people who work all or part of the time at home.
Telecommuting team members also present challenges for the management of a collabora-
tive team. Most companies have effective policies that require telecommuters to maintain
email or instant message contact, be available by phone, and be free of distractions during
work hours. On the other hand, remember that telecommuters often agree to work at odd
hours to accommodate time zone differences with other team members.

As project manager, your job is to ensure that telecommuting does not present a prob-
lem for other members of the team. Once again, be certain to listen for signs of tension.
Telecommuters need to work hard to ensure they are up to date on project activities and
be willing to attend team meetings as necessary to ensure that they understand how the
project is developing. Build time into the schedule when the telecommuters are present at
meetings rather than on the phone so that communication problems can be corrected. 

Collaborating across cultures
Collaborating across diverse cultural environments is actually quite similar to collaborat-
ing across teams formed through mergers and acquisitions. It is certainly possible to keep
the project work completely separate, assigning different projects to information develop-
ers in each geographic location. However, unless you have completely different products
and no interest in creating an information brand for your organization, you will need to
work toward a collaborative culture. 

In our benchmark studies of information development in India and China, we have
identified several best practices that help to ensure that projects are successful and that
help you build a sustainable environment for global information development. To
develop your project in collaboration with information developers in other cultural envi-
ronments, consider the following:

✔ If at all possible, schedule a face-to-face meeting with the team at their location.
Personal relationships are extremely important in establishing rapport, more so
in high-touch cultures outside North America and Western Europe. If you don’t
meet personally with your team members, you will face communication problems
throughout the project.

✔ If you expect the new team members to interact with your existing team, send a
senior information developer or editor to train the new staff on authoring guide-
lines and style requirements and to help build personal relationships. 

✔ Ensure that everyone has the resources they need to work productively. The team
members may need training on your information-development tools and technol-
ogy. You may have to insist that they have equipment that is compatible with your
home team members and of equal quality. If everyone is using the same content
management system, you need to ensure that backups or maintenance activities
are not done in the middle of the night in your time zone when others need the
system to be up and working. 
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✔ While everyone is learning the authoring guidelines, style guides, and new
processes you use to conduct your project, assign mentors from your existing team
to work with the new members. Mentoring will help to build confidence and trust.

✔ Be certain to involve everyone on your existing team in building relationships. In
a collaborative environment, everyone must work together, not just the project
manager. Involving all the staff in the collaborative effort helps to dispel the feel-
ing among existing team members that they are threatened by the new team mem-
bers. One organization has been particularly successful mixing the members of
special project teams so that they include representatives from diverse locations.

✔ Ensure that the new team has a local manager who is an information developer
and dedicated to the success of your projects. Assigning new information develop-
ers to be managed by someone who is not part of the information-development
process invites conflicts of interest.

✔ If possible, avoid having one or two information developers working in isolation
alongside product developers. There needs to be a critical mass of six to ten people
to form a viable organization at the new site, even if only one or two people are
working on your project.

✔ Just as you would for any team members who are not co-located, develop a proj-
ect website, provide pictures of everyone, and invite all the team members to
write brief introductions.

✔ Be certain that managers are aware of holidays in each location and take them into
account when setting deadlines.

✔ Implement a practice to handle language difficulties. Allow more time for confer-
ence calls until people adjust to accents. Ask all team members to speak more
slowly to ensure that they are understood. At regular intervals, ask all participants
if they fully understand the points being made.

✔ Catalog the education, experience, and special skills of your new team members
so that you know how best to involve them in your project. If you are part of the
hiring team, be careful in your selection process. You may not be able to find peo-
ple with the experience or education that you would expect in your home loca-
tion. Work with local managers to develop a closer match.

Managing your cross-cultural project
In terms of the management of the project itself, you may have to plan your project in
much more detail than you would for a team in your home location, especially if many of
your new team members are newcomers to information development. Consider their
needs as you develop the project plan and go over the details of the plan carefully with
everyone. Ensure that your information architect or others responsible for planning the
content do the same.
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You will find that new team members may need far more detailed instructions than
you are accustomed to provide. They often want to know exactly what is expected of
them and understand all the interim and final deadlines. It would be best to have your
entire process mapped out in a process guide so that the newcomers understand every
project phase and all the activities that are required before the interim deliverables are
acceptable. Explain the quality assurance activities of the team. Explain the nature of
the collaborative environment you have created and the expectations you have for their
participation.

Once your new team members gain experience and expertise, remember that they
don’t appreciate always being assigned the simplest, most boring work. They will expect
to be treated as equal team members with their share of the interesting and challenging
assignments. Recognize that some of your new team members may already have experi-
ence in the field and knowledge of the subject area. Reward their expertise by giving them
the most challenging new assignments.

In the same way that you have already worked with team members in multiple locations,
plan your communication carefully. Ensure that the new team members get lots of feedback
from their mentors, the other team members, and you. If the new information developers
are new to information development, they may need to have more feedback than you are
accustomed to providing. No one wants to continue to create unacceptable work. Find ways
to communicate about the quality and timeliness that you expect. Leverage the knowledge
and experience of your senior information developers to work with new team members.

Consider how you are going to ensure adequate knowledge transfer between the prod-
uct developers or other subject experts and your new team. If they are co-located with
product developers, they may become primarily responsible for understanding the prod-
uct and communicating with developers, some of whom may not be fluent in English. If
they are not co-located with developers, plan how the communication of subject knowl-
edge will occur. You may need to brief the product developers about the new processes
required to help the team work effectively. They may be accustomed to providing infor-
mation in person. In the new collaborative environment, most of their communications
may have to take place electronically. You may need to monitor the communications until
you’re confident that a good exchange is occurring. In some cases, I have found product
developers who become increasingly frustrated working with new team members who
have little background in the subject area. A mentor arrangement will help, but you may
have to provide more subject education to the new team members and intervene in their
initial communications with the subject experts.

Recognize that the cultural expectations of your new team members may be different
from your existing team members. In our benchmark studies, we learned that many cul-
tures are concerned about losing “face,” which reflects on the way they are viewed by
their fellows and their peers in the larger organization.

You may find, for example, that your new team members are afraid to tell you that they
have been assigned more work than they can accomplish. They may be likely to work
extreme numbers of hours to complete everything asked of them and without informing
you. Extra hours that continue for too long do nothing for the team’s morale.

You may find that team members will not tell you about problems they may be experi-
encing on the project. That might include problems with tools, access to subject experts,
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difficulty in understanding the subject area, or lack of clarity about the processes. You will
have to rely upon a local manager to help uncover problems or require more detailed and
frequent feedback. You may have to inquire directly about areas in which problems are
likely to occur. If you don’t, you may discover at the deadline that work is not complete
because of problems that could have been solved had you known about them sooner.

You may also experience differences of opinion about appropriate writing styles. If you
are working in American English, you may find yourself or your editors in conflict with
people trained in British English. At one company, the writers refused to correct errors
marked by the editors because they considered the required changes to be incorrect. The
editors had to communicate the expectations about working in American English and
explain the use of the imperative voice in task instructions. The imperative is considered
rude in some cultures.

You may also experience issues with culturally specific gender expectations. In some
cultures, women never supervise men. If you are a female project manager, you may have
male team members who will not cooperate with you. Cultural training may help correct
the problem, or you may have to communicate through a local manager whose direction
is accepted. You may also find that women on your team are likely to defer to the opinions
of male product developers with whom they interact. The product developers or other on-
site managers may ask them to perform secretarial or other tasks that are not part of their
jobs. Again, you will need to work with the on-site managers to ensure that your team
members work for you and follow your direction.

Despite all the differences I’ve mentioned, most of the cross-cultural projects we have
tracked turn out to be successful after the initial problems are worked out. However, don’t
feel as if you have to impose your own culture on someone else. You’re probably not out
to change the world but rather to deliver your project on time and on budget with the
quality that your customers deserve. Find ways to accommodate cultural differences. If
your team has not had training in accommodating cultural differences, ask your manager
that the training be arranged for all team members. The newcomers need to learn about
your culture, and your existing team members need to learn about theirs.

Recognize that with all the planning, communicating, and problem solving you will
have in accommodating new team members in a different culture, you may have to return
to your initial project estimates and account for the extra management time, as well as the
extra time it will take for new information developers to create usable content. Your hours
per topic metrics may increase significantly, as will the percentage of time you will have to
devote to project management tasks. If you thought that you could do some writing your-
self on the project, think again. More likely, you will find yourself spending far more than
40 hours per week to ensure the success of your project. Track the time everyone spends
carefully. Your senior management may have assumed that lower personnel costs would
reduce project costs by the same percentage. Given the amount of start-up work you will
encounter, the first several projects are likely to cost more than if you had done them with
your original team.

Collaborating with both regular and temporary employees
Many project teams include both direct employees of the company and temporary employ-
ees hired for particular projects or time periods. If your project team includes both, you
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need to consider the long-term consequences of project assignments. You should plan to
involve temporary employees in the work of the team, including planning, design, devel-
opment, and production. In fact, temporary employees may bring skills to the team that
regular employees lack. If they are knowledgeable about information architecture, new
tools and technologies, subject areas, usability, structured writing, minimalism, or other
areas that you want to add to your project, their presence enhances the quality of the work. 

By creating a collaborative team, you can better take advantage of the skills that tempo-
rary employees bring to educate your regular team members, especially in areas where
training opportunities are limited. Consider setting up mentoring relationships that facili-
tate the transfer of knowledge from temporary to regular team members. The regular
employees will need to learn enough to take responsibility for the innovations introduced.
However, it may be easier for them to continue practices already established than to be
innovative on their own.

Because using temporary employees is ubiquitous in information development, I don’t
generally find resentment between the regular and temporary team members. However,
experienced temporary employees may bring with them work habits that don’t support a
collaborative environment that you want to establish. I find that interviews generally
don’t reveal problems with collaboration. Most people will tell you that they favor team-
work, but, in practice, you discover that they avoid it and tend to maintain their status as
independent contributors. People who have been contract workers for many years have
generally learned that they need to work independently to thrive in many corporate envi-
ronments. Others genuinely enjoy the opportunity to work with a team and happily
contribute their expertise.

If you sense that temporary employees are going to resist working closely with team
members, replace them quickly. You may face enough challenges with recalcitrant regular
team members than having to endure an uncooperative temporary person. During the
interview process and at the first opportunity in planning meetings, 

✔ explain the need for a collaborative environment and the benefits that will accrue
to everyone on the team

✔ ask people to articulate their own understanding of how the team will function
and how they believe they should work with others 

✔ discuss ways to build communication and trust among all the team members and
include the ideas in your own planning 

The more you are able to make every team member responsible for the success of the
collaboration, the easier your own task will be.

Best Practice–Recognizing that collaborations may fail
Successful collaboration is all about communication. When communication fails,
collaboration fails as well. Building a collaborative team means setting up the
means for communication and then making certain that it occurs successfully. 
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If your team members do not learn to trust one another and feel secure that everyone is
working effectively and responsibly, they will revert to independent ways of working,
especially if that seems to be the only way to meet deadlines. 

Collaboration can fail if team members feel they owe their allegiance to other stake-
holders. They may feel obligated to follow the dictates of technical experts or remain loyal
to their previous colleagues, managers, and corporate cultures. They may believe their
ways of working are superior to those that you are trying to sponsor. 

You may find that some individuals are simply not suited temperamentally to working
in teams. If there happens to be work that they can do on their own without affecting the
success of the project, you may be able to keep them. In some cases, however, you’ll find
that they will be happier in another work environment. 

Remember that you have already decided that a collaborative environment is necessary
in your organizational structure and have made a business case to that effect. You are cer-
tain, I hope, that your project will be more successful if team members work together
effectively. You believe you can deliver a better product to your information customers at
lower costs than if you work in any other way. If collaboration does not take place, the
project will suffer. 

Use all the tactics that you can assemble, with a focus on communication, to create the
working environment you have envisioned. If some members of your team seem dedi-
cated to undermining your efforts, work with them individually or suggest that they find
other opportunities. 

Summary
Collaboration is essential to contemporary information-development projects. When your
team is developing topics designed to be used in multiple deliverables, they must plan
together, establishing and enforcing standards for information types, information content
units, writing style, and even XML markup if appropriate. They must develop a common
development process and communicate continuously to avoid duplication of effort and
consistent branding of content.

As a project manager, you must 

✔ make a business case to your team members, stakeholders, and senior managers
about adopting a collaborative environment for your project

✔ communicate your vision for the project to everyone involved, ensuring that your
team members understand that they will gain in creativity and quality what they
might believe they are losing in independence

✔ establish a plan for creating a collaborative environment that fosters communica-
tion at all levels of your organization
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✔ consider the challenges that you may face if your team members are geographi-
cally dispersed, come from different corporate cultures brought together by
merger and acquisition, work in different time zones, work at home, are tempo-
rary employees, or are entirely new to information development because they
come from low-cost emerging economies

If you have never worked in a collaborative environment yourself, you may want to
review information available on collaboration or attend a workshop on the subject. You
may also need to find others who have already worked collaboratively to serve as infor-
mal mentors for your new venture. Despite the learning curve you may experience, I
believe that you will find the process worthwhile and rewarding. If you are moving your
team to a topic-based, structured authoring environment in which you intend to increase
productivity and quality by using content across deliverables, collaboration is essential.
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“We all know that Quality is Free.”
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Managing Quality
Assurance

Be a yardstick of quality. Some people aren’t used to an envi-
ronment where excellence is expected. 

—Steve Jobs
US computer engineer & industrialist 

Why shouldn’t every team member be responsible for the qual-
ity of his or her own work during the information-development
life cycle? Isn’t it enough to make certain that people are follow-
ing a sound process and are conscientious? Why does anyone
have to manage quality assurance?

In fact, information developers should be responsible for the
quality of their work. However, many people involved in the
information-development life cycle have roles to play in assur-
ing that the information conveyed to the customers provides
value. Product developers, those involved in defining services
or processes, information architects, usability professionals, 
editors, and project managers have responsibility for under-
standing the customers’ information needs and providing that
information to the best of their abilities. Without the involve-
ment of the entire team, you cannot ensure that you are doing
the best work.

Under pressure of cost reductions and reductions in force,
many project managers and information-development organiza-
tions as a whole find themselves compromising on quality
assurance. Many organizations no longer employ editors to
review content for consistency and readability. Most organiza-
tions do not perform usability tests on information. Even basic
copyediting seems to be turned over to spelling and grammar
checking software. Yet, all of these processes help to ensure that
information is complete and consistent with the organization’s
standards. 
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Although information reviews by subject-matter experts remains a typical part of the
information-development process, many information developers complain about the
inadequacy of this process for uncovering problems with technical accuracy, let alone
problems with readability and general usability. 

Information developers themselves are responsible for understanding the customer for
their information and developing content that complies with the information architecture.
In developing the content, they are responsible for ensuring that the information provided
is complete enough to serve the customers’ needs and is both accurate and usable. 

In many organizations, some information developers seem to believe that they are not
really responsible for the quality of the content. Rather they are responsible for meeting their
deadlines no matter how inadequate the content is that they produce. Information develop-
ers sometimes seem happy to copy information from development documents, leave legacy
content unexamined, or even write content that they do not understand. Then, they expect
that subject-matter experts will find the time and attention to identify and correct all prob-
lems with the information. Subject-matter experts are often dismayed by the poor quality of
the draft information they are given to review. Not only is the information often full of basic
writing errors, but it often appears to reflect a lack of understanding on the writers’ part.

Information developers who are content to copy content from specifications or market-
ing documents are likely to deliver content that is either irrelevant to the customers or out
of date before it is published. In such cases, subject-matter experts may not react nega-
tively because they have often written the content themselves. They might ask, however,
what job the writers are being paid to do.

Developing high-quality content is not simple. It takes analysis and care. It requires
that the information developer become knowledgeable about the customers and under-
stand what they are trying to achieve in working with a product, service, or other infor-
mation. Producing high-quality information requires competent writers who are intent
upon understanding the content they are working with and transforming the source
material they work with into something genuinely useful.

As a project manager, you need to ensure that everyone on your team is pursuing con-
tent that brings value to the customer. You may need to schedule time for team and edito-
rial reviews of content. You may have to work hard to ensure that technical reviews are
handled competently and carefully. You may need to organize your team so that peer
reviews are an integral part of the process rather than an afterthought. 

Finally, you may have to become involved in the review process yourself to ensure that
the project is going in the right direction, especially if you are working with information
developers who are unfamiliar to you.

Best Practices in Assuring Quality
As you proceed through the five phases of the information-development life cycle, you
and your team members will find many opportunities for assuring the quality of the con-
tent you are developing. Review the six best practices for quality assurance:

✔ Assuring quality throughout the information-development life cycle

✔ Facilitating expert reviews
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✔ Establishing developmental editing

✔ Validating content accuracy

✔ Obtaining customer feedback

✔ Scheduling copyediting

Best Practice—Assuring quality throughout the 
information-development life cycle
The project manager’s responsibility is to ensure that activities that help to assure

quality and value in the work are part of the information-development process and
receive the attention they deserve. Without quality assurance in place, you can almost
guarantee that the information delivered to the customer will have problems that could
have been corrected. 

Clearly, quality assurance begins with good project planning. Without adequate time
set aside in the project plan for the quality assurance activities, they will either not take
place at all or will be addressed inadequately. Information architecture itself must address
issues of quality in determining at the beginning of the project what content is required to
support tasks the user wants to perform. Without a sound architectural foundation for the
content, achieving a good outline of tasks and supporting conceptual and reference infor-
mation will be difficult. Information architecture that includes user and task analysis will
ensure that the information developed is appropriate for the various audiences. 

Beginning with project planning and information architecture, you can plan a number
of review activities during the life cycle to assure quality, depending upon your resources
and time and the importance you place on quality in your organization:

✔ content reviews by subject-matter experts and other stakeholders in your project

✔ structure reviews by the information architect, developmental editor, and other
team members

✔ style reviews by an editor and other team members

✔ copyediting and final deliverables editing

Reviews like these are designed to identify errors, misunderstandings, and problems in
complying with standards. They are typically performed by colleagues and stakeholders
in the organization. They most often include individuals who are considered experts in
the subject area of the larger project. For example, in an engineering organization, the
development engineers and software developers ordinarily review content for technical
accuracy. In a process-centered organization, specialists in a particular subject area review
for accuracy and completeness. These experts are asked to identify errors or misunder-
standings in the subject area of the content.

Although team members who are working on related content in a project may also pro-
vide valuable feedback on the accuracy and completeness of the content, team members
also play an important role in assuring that the information complies with organizational
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standards. An information architect ensures that the content follows the structure stan-
dards laid out in the information architecture. A development editor ensures that the 
content follows standards for readability and consistency. Copyeditors ensure that 
the content follows language and style standards. Publication editors look for layout
problems and adherence to format standards in the final deliverables. 

In each case, the reviews may be done by peers among your team, by the project 
manager serving in more than one role, or by specialists who assist the team in quality
assurance activities. 

Other quality assurance activities may be handled by other external or internal infor-
mation users:

✔ usability testing by actual product end users

✔ validation of the content by a testing group or by team members

You may decide to include customers or users of the information being developed in
the quality assurance process. When information is being developed for internal use in an
organization, end users may be asked to review the initial design of the information.
During the Development Phase, end users are often asked to review the content and the
final deliverables. They may look for problems in readability, accuracy, or usability and
usefulness of the information. They may be asked to verify that the design and content of
the information matches their needs and the environment in which the information will
be used.

Both internal and external customers may also be asked to verify the usability of the
content through informal or formal usability testing. During a usability test, the intended
users of the information are asked to perform actual tasks using the information as a
guide. 

Customers, team members, subject-matter experts, and members of formal testing
teams may be responsible for validating the content, ensuring that the tasks can be accom-
plished with a product or process by someone following the instructional steps. Although
validation helps to identify errors in the content, it does not substitute for usability test-
ing. An instruction may be completely accurate but nearly impossible for the intended
customers to use.

Figure 21-1 illustrates how quality assurance activities are often associated with the
phases of the information-development life cycle.

Figure 21-1: Quality assurance opportunities in the information-development life cycle
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Depending upon the design of your project and the resources available to you, you
should be able to schedule several quality assurance activities. Even if you can afford only
to conduct stand-up reviews among your team members of one another’s work, that activ-
ity will help to ensure that your team has a common understanding of the content as well as
the structure and style standards that must be applied. It is not enough for content to be
reviewed by subject-matter experts, who are often unaware of the customer requirements or
the standards adopted by your organization or your project. Only through the involvement
of peers or specialists such as information architects or development and copyeditors can
you ensure that your team is working toward the same goals at the same level of quality.

Table 21-1 defines the quality assurance activities suggested in Figure 21-1.

Table 21-1: Quality Assurance Activities

Quality Assurance Activity Description

Project planning Project Plans are generally subject to review by various stakeholders, including
product marketing, engineering, sales and marketing, and others. Project Plan
contain the strategy for addressing user needs and the specification of the
required information-development activities, schedules, roles, and deliverables.
Project managers should consider presenting their plans directly to
stakeholders rather than relying upon passive reviews of emailed content.

Product requirements Product requirements should provide some detail with respect to user
information requirements. These requirements will be translated into project
plans. They should be reviewed by information-development management
and project managers for completeness and relevance to information-
development activities and schedule.

User and task analysis User and task analysis provides the critical basis for determining the content
required by the various user communities. A thorough user and task analysis
for a project will have a direct effect on the selection of content, the level of
detail of the content, and the usability of the information to promote successful
implementation and use of a product or process.

Customer feedback Customer feedback is a first and a last step in quality assurance. At the
beginning of a project, customer feedback can guide change in information
architecture and content development. At the end of a project, customer
feedback can help to evaluate the success of the project in delivering customer
quality. Customer feedback may come directly from surveys, print and online
feedback forms, and customer interviews and site visits. It may come indirectly
from customer support, sales, product managers, and training.

Information architecture A sound information architecture, adequately informed by a user and task
analysis and customer feedback, provides the basis for creating and delivering
information that provides value to customers. Information architecture
determines the design of deliverables, the design of topic-based content, and
the relationship between topics of content.

Continued
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Table 21-1: Quality Assurance Activities (Continued)

Quality Assurance Activity Description

Structure review A structure review of draft topics or other content ensures that the information
developers are following the information architecture determined for the
project. A structure review examines the sequence of content within topics and
adherence to the topic architecture guidelines for the project’s content. A
structure review may also review the appropriate use of XML or other tag
systems, including format tags in desktop publishing systems. A structure
review ensures that the processing of final deliverables will proceed with few
structure problems.

Developmental editing Developmental editing reviews the draft topics to ensure that the content
follows the guidelines established by information architecture and the style
guidelines established for content readability and retrievability. Developmental
editing is typically conducted by a senior staff member and focuses on new
information developers, although it eventually includes all information
developers to ensure consistency in approach to the content audiences.

Subject-matter expert review Members of development and service teams provide expertise that ensures
that information is accurate. They are responsible for avoiding errors in the
content and providing insight into the subject matter that is required to
implement and use products and procedures effectively. 

Validation testing Validation testing ensures that the content matches the user interface of a
product or corresponds with the way a process or procedure is executed.
Validation testing may be done by the information developer directly, by a
product testing group, or by subject-matter experts. The information is used to
exercise the product, process, or procedure and corrected for accuracy.

Usability testing Usability testing ensures that the content allows the information user to
perform tasks successfully, in addition to be able to locate the appropriate
content in support of a task or to understand a concept. Usability testing must
be conducted by actual product or process users and be observed by people
trained in usability testing. 

Copyediting Copyediting ensures that the content adheres to a style guide and to domain-
specific rules for spelling, punctuation, and grammar. Copyediting may be
done by information developers themselves, through peer editing, or by a
dedicated copyeditor. Copyediting ensures correctness of the content.

Production editing Production editing ensures that the deliverables are produced correctly and
follow the style and format guidelines for final production of content into print
and electronic outputs. Production editing is done by information developers
themselves or by dedicated production editors prior to the final release of the
documents to the users.
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Reviewing the project plans and design documents
I find that reviewing project plans and design documents is often a frustrating process.
Project managers assume that all they need to do is send copies of the plans and designs
to various stakeholders and wait for their comments to come back. In most cases, no com-
ments are forthcoming, or the comments are stated in vague generalities such as “looks
good to me.” Only later, when the initial drafts are being reviewed, do you discover that
you did not have the level of agreement for your planning documents that you had
assumed. 

In Chapter 16: Planning Your Information-Development Project, you learned how to
put together your project plan, with an emphasis on the planning rather than the writing
of the plan. Too often, project managers spend too much time making the plan an elegant,
polished document. You will find your time better spent in communicating the plan to the
appropriate stakeholders so that they understand the direction your project will take and
provide feedback if they disagree. You want to know about any disagreements in the
overall plan and design of the project architecture before you become embroiled in dis-
putes about the draft content.

Consider planning how best to review the planning documents in the first two phases
of your project. You may find it best to prepare slide presentations of the key points or
mockups of the designs your information architect has proposed, rather than assuming
that anyone outside of your team will actually read long design documents. Even review-
ers who are supposed to sign the project plans and design documents often sign without
really understanding what they are agreeing to.

If you have a slide presentation prepared, you can ask for time to present your plans to
key stakeholders. The presentation might be in person or through an electronic confer-
ence. The opportunity to present directly is crucial to the success of your planning. In fact,
your slide presentation may be more important to the project than the written plan. The
written plan is for you to work out your ideas for the project. The presentation is to gain
consensus.

Best Practice—Facilitating expert reviews
Reviews by individuals who are experts in the subject area of your project are 
perhaps the most common type of review to occur in information development.
Project managers generally agree that engineers, software developers, and other

experts in the subject area addressed by the content should have an opportunity to review
drafts of the content before it is ready to be released. Experts are asked to ensure that the
content matches their understanding of the product, service, or other subject matter.

The reviewers for the content being developed for your project should have been listed
in your project plan. If you have divided review responsibilities among different subject
areas, that information should also be in your project plan. 

Depending upon the organization of your project, the expert reviews may be informal
or formal or both. Informal reviews are usually handled by the individual information
developers and occur throughout the development phase. Information developers ask
subject-matter experts to read early drafts and provide immediate feedback. For example,
an information developer may lack adequate information about a product function and
ask the expert for clarification. The information developer may be unsure about the intent
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520 Part 3: Project Management

of a service, a policy, or an internal process and ask for additional resources to provide
additional insight into the subject. Informal reviews and feedback often take place
through email, phone conferences, or in person. 

During the informal review process, the project manager needs to ensure that the
subject-matter experts are responsive to the information developers’ requests. It should
be clear to the experts that they are simply trying to ensure that the early drafts of content
are as complete and accurate as possible. Timely feedback, answering questions and com-
menting on early drafts, facilitates the development of sound content initially and means
less time later in the process to correct errors and misunderstandings that could easily
have been identified and corrected through early feedback. Ensuring timely and thorough
feedback on small pieces of content means less time wasted going in the wrong direction
with an increasing volume of information.

A formal review process is often a required part of an organization’s product and
information-development life cycle. During formal reviews, responsible subject-matter
experts are asked to ensure that the content being developed is complete and is ready to
proceed to the next milestone. Depending upon your organization’s policies, formal
reviews by subject-matter experts may take place at the following milestones:

✔ at the end of the Planning Phase with a review of the project plan

✔ at the end of the Design Phase with a review of the project architecture

✔ during the Development Phase when first drafts of content are complete

✔ during the Development Phase for second and subsequent drafts of content as
necessary

✔ at the end of the Development Phase for final content review

Formal reviews may be conducted in several ways: access to draft documents by indi-
vidual reviewers for comment; review meetings in which all reviewers meet to present,
discuss, and resolve comments; electronically supported simultaneous reviews to which
all reviewers contribute. Each of these methods has advantages and disadvantages to
ensure the accuracy and quality of the content.

Conducting individual reviews
Individual reviews are the most common way of conducting expert reviews. Experts
receive copies of draft documents and add comments manually or electronically.
Individual experts work alone, usually unaware of the comments of other experts. The
information developer takes responsibility for reviewing the expert comments, reconciling
differences among experts, asking for clarification of comments, and making changes to
the content.

The process of individual reviews may be facilitated by automated workflow systems
that automatically send out drafts suitable for review when the information developer
indicates they are ready. In some organizations, the drafts are posted to a common area in
a repository or collaboration website where all reviewers can find them. Often the review-
ers are notified of the readiness of the content for review and are provided with links to
the content.
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The advantage of the individual review process is that reviewers can work whenever
they have time available and take the time they need to add comments. The disadvantage
is that reviewers often neglect their review responsibilities, do not provide their feedback
in a timely or complete manner, and are unaware of the comments and concerns of other
reviewers. Because each reviewer comments on the same content, reviews end up with
considerable duplication of effort.

In many cases, when the information developers receive review comments from indi-
viduals, they have to contact the reviewers for clarification or additional information or to
reconcile disagreements among reviewers.

Conducting review meetings
Review meetings are designed to bring all the reviewers together at one time and place. In
most cases, the reviewers receive preliminary copies to read and come prepared to the
review meeting with comments. However, in practice, many reviewers come unprepared
to review meetings, using the meeting itself as the time to read draft documents.

Reviewers often complain about the time required to attend review meetings. Review
meetings for extensive content may take several days, much more time than the reviewer
might devote to the review process working alone. However, you will find that review
meetings, while time-consuming, are much more effective at uncovering and resolving
problems with the information than are individual reviews.

At review meetings, reviewers get to hear what other reviewers have to say about the
content. They often discover that one reviewer finds a problem with content that another
reviewer had overlooked. Reviewers also learn that they often do not agree about what is
correct in the content. You will discover at review meetings that reviewers have different
conceptualizations of the purpose, audience, or requirements of the project itself. 

During review meetings, you need to ensure that disagreements about the content are
resolved either on the spot or soon afterward. Reviewers may need to take action items to
resolve questions about the content which, as project manager, you need to track and
close. You need to ensure that questions raised during the review meeting do not remain
unanswered or incomplete. 

Using electronic review systems
New electronic systems are in place to simulate the positive effects of review meetings
without requiring everyone to be present in the same physical location. In some cases,
common websites are set up that allow reviewers to enter comments that can be seen and
comments on further by other review team members. Electronic review tools make the
draft documents available so that each reviewer can enter individual comments at the
same time seeing all the other comments being entered. The ability to see all the com-
ments helps to reduce review time (you don’t have to comment on a problem that some-
one else has already noted) and reconcile differences of opinion among reviewers
(reviewers can add comments to other comments to clarify points of disagreement). Some
systems allow reviewers to conduct electronic chat sessions to discuss a point or send
email messages to others outside the review team for additional information.

At the end of the review process, the original information developer can import all
comments into the source files to facilitate making changes. All the review comments are
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archived in the content repository. The information developer may even be able to note the
resolution of each comment in the final draft of the information, facilitating traceability. 

Overcoming problems with expert reviews
Despite all the new tools available to facilitate the information-review process, reviews by
subject-matter experts remain problematic. Review problems probably cause project man-
agers and information developers more grief and frustration than any other single activity
during the information-development life cycle. Reviewers are notoriously inattentive to
their review responsibilities, often ignoring them completely. Without the support of the
senior managers to whom the reviewers report, you may have little recourse except your
art of persuasion to get adequate feedback from reviewers. 

In your project estimate, you may want to include estimates of the amount of time
needed for thorough reviews so that time can be factored into the reviewers work sched-
ule. In many cases, reviewers are expected to meet all of their own deadlines at the same
time they have been asked to review information. If possible, provide a schedule of
review times or review meetings early in the project planning so that everyone gets the
dates onto the schedule.

One problem with the review process may be solvable as your project moves to a topic-
rather than a book-based architecture. Small groups of topics can be sent for review by
one or a small number of experts in the content, instead of asking everyone on the review
team to review everything. Reviewers can be asked to provide feedback on individual
topics or small topic sets on a focused part of the product and the content. Reviewers who
receive a few topics to review may be more prompt and thorough than if they receive
hundreds of pages to read in a few days, much of which has nothing to do with their
areas of expertise.

If you are not already using electronic tools to support the review process, consider
adding them. Although some reviewers may baulk at having to review on line rather 
than on paper, the time saved by avoiding duplication of effort and being able to see what
others have said may overcome the initial hesitation.

If your project includes the development of topics that will be used in more than one
deliverable, communicate to reviewers that after they review a topic once, they will not
have to review it when it appears in multiple contexts. Topics that are judged complete
and correct should no longer be part of the review process, again decreasing the total time
needed for reviews. 

Best Practice—Conducting structure reviews
During the Design Phase of your project, the information architect and other team
members have developed a structure for the information to be created. With
legacy content, of course, the existing structures may simply be maintained with

the addition of new and changed content. However, if your project is new or undergoing
a major redesign, you need to plan for a review of the implementation of the new design
during the Development Phase of the project.

If you are using a book-based architecture, the initial structure will be developed as a set
of tables of content for the various deliverables. If you have instituted content planning,
you will have an annotated table of contents in addition to a statement of the audience and
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objectives for each deliverable. If you are using a topic-based architecture, you will have 
a comprehensive content plan for all the topics to be developed, in addition to an anno-
tated topic list and content maps that show how the topics will be organized in the final
deliverables.

As your team members work through the content, they are inevitably going to discover
that the content plans need to be revised. Tables of content and annotated topic lists will
have to be revised to reflect new content or content that turns out to require a somewhat
different structure than originally imagined. I find that a topic area needs to be expanded
from one topic to several or several topics need to be compressed into a single topic. Such
changes to the high-level structure of the content need to be reviewed with the team and
those primarily responsible for the architectural decisions. 

Stand-up or table top structure reviews by team members, perhaps including some
additional stakeholders, should be regular events during the Development Phase. Weekly
discussions of new or changing content that affects the overall structure of final deliver-
ables will help to keep the content plans and topic lists up to date. They also help to
ensure that all team members know when a project is changing and help the project 
manager to recognize when schedules may be compromised and scope adjusted.

However, high-level structure is not the only structure that needs to be reviewed by the
information architect and the team members. If your team is using a structured writing
method, you need to schedule reviews in which all team members have an opportunity to
review each other’s work. You will find that team members easily drift away from the
common structure that the architect put into place at the beginning of the project.
Individuals make decisions about content that may reflect an incomplete understanding
of the original structure. Developers in the subject area may require adjustments to the
structure or new structural elements to be introduced. 

For example, some teams that may not agree among themselves on the proper use of
content tags. One information developer may label an item as a <uicontrol> while another
labels the same item as <bold>. Review sessions that allow everyone to look at text
markup for structured documents can quickly resolve misinterpretations so that everyone
agrees upon a common structure for the same types of information. Even at the level of
information types, you will find confusion and disagreement. One information developer
may consider a list of definitions to be a concept while another decides a similar list is a
reference information type. Early reviews of the internal structure among the team mem-
bers will resolve differences and facilitate a common understanding early in the
Development Phase of the project before the number of problems has multiplied beyond
your capacity to fix them. 

Resolving structure differences of opinion among team members will help to educate
everyone about the common architecture and decrease the amount of time spent on edito-
rial reviews, copyediting, and production edits.

Scheduling structure reviews
Structure reviews should be conducted early in the Development Phase to avoid signifi-
cant restructuring late in the project, especially when a new information architecture is
being introduced, when significant changes are made to the architecture, when new mem-
bers join the team, or when individual team members have had problems with structure
in the past. 
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Editors and information architects should be responsible for reviewing sample files of
each team member before too much content has been written or revised. The reviewers
must open the sample files to check the proper application of templates or markup using
XML or other tag systems. 

Editors and information architects should read sample files closely to ensure that con-
tent units are being handled according to authoring guidelines. Information developers
need to know if they are properly implementing the content units in the information
architecture. If someone begins by misunderstanding a content unit, that misunderstand-
ing may require the restructuring of hundreds of topics. For example, if an information
developer begins to include step-by-step instructions in the middle of concept topics, it’s
best to find the problem early and be certain that the idea of separating concepts from
tasks is well understood.

Best Practice—Establishing developmental editing
Despite the fact that developmental editing has long been established as an integral
part of information development and I advocated its use in 1994 in Managing Your
Documentation Projects, it is still not practiced on many information-development

projects. Organizations are much more likely to include copyediting in their information-
development process than they are to include developmental editing. Yet, in terms of qual-
ity assurance, developmental editing is one of the best ways to ensure consistency among
the work produced by multiple authors working on content that customers will use as a set. 

If you are serious about ensuring that information coming from the same corporation
or organization or department looks, reads, and is structured consistently, then you need
developmental editing. If you have on your team, individuals who are more and less
experienced in information development, in the subject area, in your house style, or in
your information architecture, you need developmental editing. If you have information
developers spread over the globe, including new team members in developing economies,
you need developmental editing.

A developmental editor, typically an experienced team member with special skills in
reviewing draft content and working with individual developers, is responsible for ensur-
ing that a uniform level of quality is maintained across the information set. He or she is
also responsible for ensuring that the standards established by the team for the structure
of the content are adhered to by everyone equally. 

A developmental editor often assumes the role of educating new, less experienced team
members about the standards and the expectations for quality. A developmental editor
may, for example, review the work of a new information developer to ensure that he or
she understands how to implement the standards and does so effectively in the draft con-
tent. The editor may work with new team members on writing style or may review con-
tent to be certain that the writer has assigned the correct information type (concept, task,
or reference). 

First-rate developmental editors can review drafts and ask critical questions about the
content, even if the editors are not themselves subject-matter experts. Skilled developmen-
tal editors find gaps and sequence problems in task instructions without ever having tried
to perform the task. They suggest ways in which the task can be written with fewer,
clearer steps, sorting out what content must be included and what content is nice, but not
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necessary. They read conceptual information and question whether it is necessary for the
audience to know. They ask how the conceptual information is related to task perfor-
mance. They look at tables of data and other reference information and find inconsisten-
cies. They even test equations to find out if the results reported make sense.

Developmental editors can quickly catch small problems that could become big prob-
lems with the content if left unchecked. They work effectively to reduce the technical debt
of a project, ensuring that the content developed for the release is the best it can be. 

If you are managing a project with a global team, many of whom are new to your pro-
jects, organization, or even to information development itself, you should insist that you
have a developmental editor on the team. The editor serves as the coach for the new team
members, helping to educate them to the practices and processes of the project and guide
them through the learning process.

You may find it practical to find one person who assumes the role of both information
architect and developmental editor. Both roles are responsible for ensuring that the archi-
tecture is implemented in the individual topics. Whether one person can do both jobs
depends in part on temperament. Although your architect may fully understand the
structure for the project, he or she may not be a good coach or teacher. Your developmen-
tal editor often has the most important education role among your team members.

If you do not have someone in the role of developmental editor, you may have to
assume that responsibility yourself. Although the project manager often focuses on the
nuts and bolts of the project, on many teams, the project manager wears many hats,
including information architect and developmental editor. The key is not to assume that
everyone on the team is automatically fully engaged with the project vision and plan.
Even experienced information developers may be moving to a topic-based architecture for
the first time and need support. Years of experience are insufficient. People with many
years of experience may have grown accustomed to taking technical source content and
dumping it into their topics without examination or revision. Even people with many
years’ experience may find it difficult to say “no” to a senior product developer when he
or she wants inappropriate information added to a topic. If the content developed by your
team members is never reviewed by anyone, it is unlikely to be the best content that the
team can produce.

In the absence of a developmental editor, you may have to assume the role yourself or
use a peer review process, such as a stand-up or table-top review, that gives all the team
members an opportunity to read and comment upon the work of the team as a whole. 

Best Practice—Validating content accuracy
Reading through technical content to check for accuracy and completeness cer-
tainly works to discover problems with the information. However, read-throughs
are no substitute for actually performing the task by following the step-by-step

instructions. For this reason, you must schedule time for task validation in your project
quality assurance process. 

In many projects, information developers, who are quite diligent about trying to under-
stand how tasks should be performed by customers, have little access to the products they
are writing about during the early part of the Development Phase. The products may not
be completed as specified. Early prototype designs are being tested and changed in
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response to customer and stakeholder feedback. Design documents are often incomplete
or never updated as the designs for the product are modified. Hardware may not be avail-
able at all for testing until late in the Development Phase. Software may change daily or
even more frequently, especially if the user interface is being designed by programmers
who are not experienced interface developers.

In some organizations, a product testing group conducts a formal validation of task
instructions. Typically, the testing group validates the content at the same time that they
are validating the functionality of the product. If done well, this testing process can help
ensure that the instructions match the product that is delivered to the customer.
Unfortunately, the testing process does not always work as intended. In some cases, the
product is changed after the testing, and the information is not revalidated. In other cases,
the testing group never gets around to testing the instructions because they are too busy
finding bugs in the product. 

As a result, information project managers should consider moving the validation
process into the project team. Individual information developers are often quite able to
test their own instructions against the product, if and when the product becomes avail-
able. Product developers may test instructions with their own builds of the products.
Even better, team members can test each other’s instructions, meaning that no one has to
test his or her own work. Some project managers hire interns or other temporary workers
to help test the instructions, an especially useful process since the temporary staff bring a
fresh perspective to the task and often find errors that are overlooked by information
developers who have been working with the product and the information for months.

In organizations developing internal policies and procedures, a validation test is often
performed by end users, supervisors, or even trainers. They review the procedures to
ensure that the process can be done in the working environment. Unfortunately, some-
times this validation step includes only a read-through rather than a walk-through of the
instructions. Although reading may uncover problems, until the instructions are used in a
working environment, they may still have flaws.

During a validation test, no one, especially the information developer, should coach the
testers. If the instructions are not self-sufficient for a tester, they will probably not be ade-
quate for a typical user. If someone has to assist the person performing the validation, the
test itself is flawed.

Validation testing can approach usability testing in the value it provides for quality
assurance of instructional text. However, most validation testing is done to ensure accu-
racy and completeness, not to guarantee usability. Validation testing should be supple-
mented with usability testing, especially in situations where content is being newly
architected or rearchitected to better meet the needs of the customers.

Scheduling validation
Validation testing can occur after first drafts are complete, after reviews by subject-matter
experts. Testing content before reviews are completed seems pointless because problems
that might have been easily identified and corrected interfere with the testing. 

In the best case, the information developer is able to test the content against the prod-
uct during the draft development, either for the first or second drafts. But, too often, no
product is available for testing until much later in the information-development life cycle,
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requiring the information developers to guess how the product might actually work. One
of the primary frustrations for information developers is the inability to validate content
because products are unavailable in time or interfaces change after the information has
gone into production.

Testing done by a formal testing group must often be scheduled to accompany 
product testing. The testers are supposed to use the content to test the product for defects.
Unfortunately, the testing may be scheduled before the content is ready, or the testers 
may exercise the product without paying attention to the content. I know of many
instances in which testers added comments about the information after they had com-
pleted their product testing. Under those circumstances, key problems are often forgotten
and never fixed.

Information developers often choose to ignore validation testing because they claim
they are too busy. It is up to the project manager to ensure that this quality assurance
activity takes place in the schedule in sufficient time to correct the content. The project
manager is also responsible for finding products to test, for pressuring development to
“freeze” product interfaces in enough time to correct the information, and for ensuring
that information developers have the assistance they need to run the products through the
testing process. Information developers often argue that they cannot test their information
because they do not know how to use the products. 

Best Practice—Obtaining customer feedback
Feedback from information customers provides us with a measurement of quality
that is unequalled by any of the internal quality assurance activities. After all, cus-
tomers are the real judges of the usefulness and usability of the information you

provide them. Without their feedback, you are always left hoping that their needs are met. 
Information developers have historically used mostly passive instruments to obtain

feedback from customers. When most information was delivered in print, we asked cus-
tomers to fill out feedback forms put at the end of their manuals. Unfortunately, most
organizations rarely received any of the forms, and when they did, it was almost impossi-
ble to decide if the information represented the viewpoint of more than a single customer. 

Using electronic feedback systems
Now that much information is delivered electronically to customers, you can use direct
feedback more effectively than you did when only paper feedback forms were available.
A number of organizations include feedback mechanisms on their websites, often attached
directly to a topic or web page of content. When customers respond, the location of the
information they are viewing is automatically added to the response, freeing them from
having to describe the content that has presented a problem. The information collected
from online feedback forms is, however, valuable to information developers only when it
informs decisions about quality improvements in the information design and delivery. If
the information is not easily accessible or is difficult to interpret, it is often ignored. A
well-designed customer feedback system, like the ones used at Microsoft and Apple, pro-
vide a constant flow of information about customers that is invaluable in guiding the
work of the information developers.
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Conducting customer surveys
Some information-development organizations conduct customer surveys, most often 
electronically, although occasionally include telephone calls to follow up. More often, a
general customer survey includes a single question about information quality. Questions
typically ask customers to rate the quality of the information they receive and may ask
them to rank the importance of information among other evaluations of product and ser-
vice included in the survey.

Responses to general survey questions provide no information that can be used to
improve quality. Rather, they provide a baseline for a periodic comparison. For most
product-centered information, I usually find a direct correlation between the customers’
assessment of information quality and their assessment of product quality. If customers
find the product to be of low quality, they often evaluate the information in the same way.
However, when a product is well received, information quality that is rated low may
reflect quality problems that require attention.

Survey managed by the information-development organization itself is usually better
designed to elicit information that you might use to improve quality. Such surveys might
ask what parts of the information customers use most frequently and what parts they
never use at all. You might be able to learn information that is considered essential or
which information causes most problems. However, remember that survey feedback is
only a starting point. Once you have identified a trend in customer responses to a survey,
you may be able to plan a more in-depth analysis of quality problems.

Working with customer service
Customer service personnel are often asked to serve as a conduit for customer feedback.
Customers calling into help lines, for example, might be asked if they were able to find
information they needed in the documentation. The support person might conclude that

Customer Feedback System at Microsoft 
The Office Applications group at Microsoft has developed a customer feedback system that has been successful
in helping information developers revise content to increase its value to the customer. Customers using the web-
based help system are invited to rate the topic they are consulting and provide a comment about its usefulness
or lack thereof. The comments are delivered daily to the information developers who have been assigned topics
to monitor. Each topic is rated according to the value assigned by customers, and all the comments are attached.

The information developers monitor the topics that are receiving low ratings and decide how they might be
modified or completely recast to improve their usefulness. As soon as a rewritten topic is reviewed and
approved, it is posted to the help website. New and rewritten topics are added to the help system daily.

Not only are the information developers improving the value of the content of individual topics, they report that
they feel much more in touch with customers’ information needs. They find that the constant feedback has led
them to rethink how help topics should be written, which has influenced the information developed for the next
release of the products.
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the information the customer was looking for was, in fact, not in the documentation or, if
it was there, was incorrect or insufficient to answer the question. Customer service is an
excellent partner for information development in learning about customers, but the for-
mal reports from many customer service organizations do not provide enough informa-
tion to foster good decisions about changes to the documentation. Only by working
closely with customer service can information developers learn about the responses of
customers to the information and make sound decisions to improve the quality.

As a project manager, you need to establish a dialogue with the customer service organi-
zation. Review how data are collected about customer information and discuss how a bet-
ter understanding of information problems might be achieved. Interview customer service
personnel who are interested in improving information delivery. They can often tell you
more about the problems that customers experience than is revealed by formal reports.

Adding usability assessments
Although usability testing appears to be used increasingly to validate the usability of soft-
ware user interfaces, usability professionals do not often perform tests on customer infor-
mation. Nonetheless, usability testing provides us with a way to measure the effectiveness
of information delivery to our customers in a way that is nearly impossible in any other way. 

Usability testing means direct observation of a customer using the information to per-
form actual tasks. The customer is usually observed by a usability professional or an
information developer or both. During the observation, the customer is asked to comment
on the text and the product or process and how useful the text is to performing the task.
The observers may ask probing questions but are generally expected to refrain from inter-
fering with the customer’s progress. 

As a result of such direct observation, information developers learn how the customer
interacts with information, how effective the information is in helping the customer per-
form the tasks successfully, how much of the information seems unnecessary, how much
is misinterpreted or even incomprehensible. The feedback is extensive and always leads to
improvements in the information or even to a complete revamping of the information to
improve its effectiveness. 

Although usability testing of this sort has been and continues to be done in usability
laboratories, more often today the testing is done at the customer’s workplace. Usability
professionals have learned that the customer’s environment affects the usability of the
information. The key to measuring customer quality is the direct observation of the cus-
tomer at work. If you rely upon retrospective feedback to measure usability, you expect
the customer to recall the problem and report upon it accurately long after the problem
occurred. Most retrospective feedback is unreliable because customers rarely remember
exactly what was wrong with the information.

Conducting user site visits
Any opportunity you and the team members have to observe customers using informa-
tion in their environment is invaluable to assessing quality. In User and Task Analysis for
Interface Design (Wiley, 1998), Ginny Redish and I outlined in detail how to plan and
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organize a customer site visit. At a typical site visit, you may not, of course, find customers
using information by chance. You may have to ask them to find information related to the
work they are performing and review it with you observing. Although their observations
may not be as timely as they might have been without you observing, you can get great
insights into the problems they experience as well as learning what they find useful. 

Learning how customers are affected by the quality of the information you deliver is
the best measurement of the information’s value. Without direct information from cus-
tomers, all your other quality assurance activities may still not ensure that customers are
getting the information they want and need.

Best Practice—Scheduling copyediting
Ensuring that the information your team produces is accurate, complete, and
usable provides you with the most important assessments of the quality of your
work. Copyediting activities add an extra element of quality by ensuring that the

information you are delivering to customers follows company standards and contains no
embarrassing mistakes in language, spelling, grammar, or format. 

I believe it is unfortunate that so often, copyediting is the only quality assurance activ-
ity that is pursued with rigor, except for reviews by subject-matter experts. Information
developers should never be publishing content that is perfect from the perspective of
copyediting but is full of technical errors or is unusable and unsuitable for the customers.
That is not to say that copyediting is unimportant. Information that contains copy errors
does not help customers to be confident in other aspects of its quality. A document replete
with spelling or grammar errors reflects badly on the standards of an organization.

At the most basic level, you should expect all your team members to use the electronic
copyediting tools available to them through their authoring software. Spelling and gram-
mar checking software, although not foolproof, provides at least a basic level of correct-
ness. Unfortunately, such systems cannot find words that are spelled correctly but are the
wrong words in context, and the systems frequently miss many errors that could be easily
found if someone other than the author read through the text. If you find that a team
member is delivering draft content that has not been run through spelling and grammar
checks, ask that he or she check the content and resubmit it. Make it clear that everyone is
responsible for basic copy quality. If you believe that writers have not read over their own
content and made basic corrections, establish a policy that writers must read their own
work before submitting it for review by others. 

Decide where in the information-development life cycle copyediting should occur,
either by the original writer, by a peer, or by an editor:

✔ immediately after the information developers have completed a draft and before it
is submitted to external reviewers

✔ before a draft is released to production or translation

✔ after the final production tasks have been completed and before the final deliver-
ables are released

27_777110 ch21.qxp  11/15/06  4:28 PM  Page 530



Copyediting before a draft is submitted to reviewers is critical because it reflects upon
the quality standards of your team and your organization. Reviewers are often distracted
by copy errors, spending their time fixing spelling and punctuation rather than reading
the text for technical accuracy. At this early phase, you may ask the information develop-
ers to take responsibility for copyediting or use informal peer reviews if people have 
time. It is always easier for another person to catch errors than for the original writer. 

Copyediting before the draft content is released to the Production Phase of the 
process is the most obvious place to check for final content quality. Many information-
development organizations schedule copyediting during the Production Phase, if 
not immediately before, especially if content has changed extensively during the
Development Phase. If content is moving to translation during the Development Phase
or in the Production Phase, you should schedule a copyedit before a translator has to
deal with copy errors. Misspellings will increase your translation costs because they will
not match translation memory. Misspelling and grammar and punctuation errors can also
lead to mistranslations.

During the Production Phase, you should schedule a production edit, which is a form
of copyediting that also includes final checks of the format of the deliverables. Production
editors look for bad page breaks, misplaced illustrations, badly reproduced illustrations,
overprinting, and other typical errors that occur when final formats are rendered from
draft content. If you are developing book-centered information, the information develop-
ers may be responsible for final production and require time to check final desktop-
published content for errors. Output redirected to web pages or help systems also need 
to be checked for layout problems.

When copyediting takes place at the end of the information-development life cycle, you
may find team members tempted to make corrections in the final deliverables. All correc-
tions must be made in the source documents and the deliverables rerun. If you don’t insti-
tute this policy, you will be left with a legacy of error-filled source material that will have
to be checked again, or you may find that errors persist for years.

Controlled writing tools
Well-designed, controlled writing tools can help to assure basic copy quality in your
deliverables and may even absorb some of the work of your editors. The best tools avail-
able are designed following an analysis of your style standards and terminology. The tools
are customized to meet the needs of your information. They can also be customized to
address problems with written English among team members who are not native speakers
or writers of English. 

Information developers run the controlled writing tool against their draft content. They
then review the results and decide which errors need to be corrected. If the tools report
many errors that are rejected by the information developers as incorrect, the tools may
need further customization. However, controlled writing tools can become useful in main-
taining a standard terminology in your content and maintaining your style standards. By
using standard terminology, you not only decrease your translation costs, but you also
maintain a level of consistency that your customers will benefit by.
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Summary
Quality assurance in information development is everyone’s job, from the project man-
ager and information architect through the information developers, editors, and those
who handle production and localization. At every step of the information-development
life cycle, quality assurance activities need to be scheduled and carefully implemented. 

Despite the shared responsibility for quality, many project managers discover that team
members have difficulty reviewing and editing their own work. For that reason, project
managers must find ways that reviews and editing can occur in a team, even if there is no
designated editor:

✔ Plan for quality assurance activities through the information-development life cycle.

✔ Ensure that reviews by subject-matter experts take place in a timely and thorough
manner.

✔ Either establish a team-based review process or select someone to serve as the
team’s developmental editor, or do both. Developmental editors work on ensuring
that information standards and expectations are met from the beginning of the
project.

✔ Ensure that content is validated against the product or process so that it is correct.

✔ Recognize that copyediting is not developmental editing. Copyediting should
focus on compliance with the corporate style guide and the basics of correct 
writing, graphics, and layout.

✔ Find opportunities for customers to become involved with the quality assurance
process through feedback, usability testing, and user site visits. Recognize that some
of these activities can occur prior to or as part of the information-development life
cycle.

✔ Add a production edit at the end of the process. See Chapter 23: Managing
Production and Delivery, for more information on conducting thorough produc-
tion edits.

Work closely with your team members to establish a series of best practices for quality
assurance. Build quality into your process from the first Planning Phase, well before any
content development begins.
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Managing
Localization and
Translation

Think like a wise man but communicate in the language of the
people. 

—William Butler Yeats

Information-development projects increasingly deliver content
in multiple languages and content designed to serve the needs
of customers in many different international environments. Both
localization of content, which means preparing it for use in dif-
ferent national or cultural environments, and translation, which
means preparing content in the local languages of the cus-
tomers, play increasingly significant roles in information devel-
opment. The term localization is often used to include
translation, but it may be simpler for you to consider the two
activities separately.

Localization often refers to the process of converting a soft-
ware product, especially its user interface, into a version appro-
priate in another country. The process involves more than
translation of the words. It requires keyboards, menu selections,
and myriad other issues to be taken into account. In your infor-
mation, localization may include adding different government
regulatory text required by different countries. It may include
changing measurements from the English standard used in the
United States to the metric standard used in most of the rest of
the world. Other changes may be required to ensure that your
content is acceptable elsewhere. In one project, I had to change
the names of the people in an example scenario because the
names might offend people in a particular religious group.
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If your organization is experienced with producing content for a global market and you
already prepare content in multiple languages, you may have a series of best practices
already in place to help you manage these activities. You may even have entire depart-
ments of specialists in localization and translation, fully prepared to work with outside
service providers. 

Note: Most organizations today do not have inhouse translators but either work with
one or more service providers to coordinate the work of translators located in many coun-
tries or do this coordination themselves.

If you are new to localization and translation activities, as a project manager or because
your organization has just begun the process, you may find yourself responsible for man-
aging the entire effort. Even if you work with experienced localization and translation
managers in your organization, you have an opportunity to make their work easier and
more effective if you prepare your project team members properly.

Adding translation-friendly activities to your project, including writing for translation
and performing pre-translation edits of the source content, can greatly reduce translation
costs and the time required for translations to be completed. Writing for translation can
also improve the quality of the translated content, as well as improving the quality of the
original content in the source language. Translation-friendly writing represents, after all,
effective and consistent information development. The better written the content is in the
source language, the easier it will be to translate effectively and efficiently.

Best Practices in Localization 
and Translation
Managing localization and translation in the information-development life cycle requires
the collaboration of the entire information-development team, an internal localization
coordinator, a localization service provider, one or more translators, and you as the
information-development project manager. Depending upon the roles and responsibilities
in your organization, you may coordinate activities with a department or individual
responsible for managing the localization process and interacting with the service provider
or you may be responsible for coordinating the service providers yourself. These three best
practices will help you succeed in preparing content and delivering it effectively to your
global customer community:

✔ Preparing your content for localization and translation

✔ Including localization and translation requirements in the project plan

✔ Selecting and working with a localization vendor

Best Practice—Including localization and translation
requirements in the project plan 
The starting point for a successful global information-development project is 

during the Planning Phase of the life cycle. Without a sound Project Plan that accounts 
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for localization and translation, accompanied by a sound information architecture and a
team of information developers who create content with a global audience in mind, your
efforts to support a global development process are likely to be too little and too late. Your
project plan is your best starting point, in which you describe the localization and transla-
tion requirements for your project and schedule time for the activities in the plan.

Including localization in your project plan
The template for your project plan, outlined in Chapter 16: Planning Your Information-
Development Project, provides information about localization and translation 
requirements. 

As you prepare your deliverables list for the project plan, you should consult with your
marketing organization or other’s responsible for defining customer requirements. You
want to understand the global reach of your project and how your colleagues are prepar-
ing for a global market. 

Translation requirements include all the countries and languages that will be needed
for the final deliverables. You want to include in your project plan’s deliverables list all
the languages into which each deliverable must be translated. At the same time, you want
to be certain that the translation requirements have been decided correctly. For example,
the European Union countries require that end-user documentation be translated into the
appropriate local languages. If your organization expects to sell product in Estonia, you
will need to translate end-user information into Estonian. You may not be required to
translate administrative or highly technical instructions into the customer’s language, but
it is always a good idea to find out before making a decision to avoid translation.

In some countries, highly technical customers prefer to read the information in the orig-
inal language, arguing that the source language is more accurate than the translation. In
other countries, even highly technical customers may be more comfortable reading their
own language. In either case, you or someone in your marketing organization should find
out what is the best course of action.

If you are selling your product in South America and in Spain, you will have to
develop two separate Spanish translations, because the Spanish spoken in South America
is substantially different from the Spanish spoken in Spain. 

If your product is going to mainland China and Taiwan, you may need to translate into
what is called Simplified Chinese for the mainland and “traditional” Chinese for Taiwan,
depending upon the analysis of customer requirements. Simplified Chinese, introduced
by the government of the People’s Republic of China to promote literacy, uses fewer char-
acters than traditional Chinese.

I recommend that not only do you consult with colleagues in marketing and sales and
other parts of your organization, but that you do your own research. Sometimes people
make assumptions about translations that are simply incorrect and expensive to fix later.
One organization, for example, hired a Spanish translator who worked in Latin American
Spanish for a document that was being prepared for dissemination in Spain. The work
had to be completely redone before it was accepted by the customer. In another case, an
organization sent a Spanish documentation set to Brazil, not realizing that Brazilians
speak a Brazilian version of Portuguese.
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538 Part 3: Project Management

By asking questions, you may also find that others in our organization assume that
localization and translation can be done cheaply and easily inside. For example, they
assume that someone in the support organization in Europe will be able to translate all the
documentation into French, German, Italian, and Spanish. Or, the product manager has a
cousin from Poland who will be happy to translate your manual into Polish. 

Both of these are extremely foolish and expensive decisions. You should know enough
to make a strong case for professional translations. Non-professionals cannot produce
responsible translations. If they have lived outside of a country for many years, they no
longer know the common jargon. If they are not experts in your technology, they will not
know the common terminology in the field. If they are support professionals, they may
not be good writers, introducing grammar and other errors into the text. Professional
translators prepare for a translation by researching the terminology to be used in a partic-
ular field and are skilled writers in their native language, as well as skilled interpreters of
the source language. They know how to maintain consistency in the document and ensure
that the correct words are used in the context.

Remember that you can always ask your support staff or other in-country experts in
your organization to review the translation and to contribute to building a multi-language
glossary for your technical field.

Scheduling time for localization and translation
If you have managed a traditional information-development project, you may expect to
schedule time for localization and translation as part of Phase 4 of your project. At that
phase, the content is fully developed, further changes to the content are less likely, and the
production process has begun. You may even decide to complete the production of the
information in English or another source language before sending anything to the local-
ization service provider. As long as it doesn’t matter when the translated information is
available to the customer, scheduling localization after the source content is finished may
be perfectly reasonable. Just recognize that the translated content may not be available for
several months.

If you hope to have translated content available at the same time as your source-
language content, you will have to schedule localization and translation activities much
earlier in the life cycle. Simultaneous shipping of product and information in all lan-
guages is challenging but with careful planning, you may be able to achieve these results
or come close to them.

Translations into Multiple Dialects
One well-known fast food franchise organization translated instructions for preparing and serving food items
into 29 different versions of Spanish for their global end users. They found that the local languages spoken by
their employees were different from the standard for Latin American Spanish, especially regarding work in a
kitchen and food items. They decided to translate the instructions into language that could be understood by
staff with minimal education.
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To plan for simultaneous shipping or a close approximation, you need to schedule sev-
eral events early in the information-development life cycle.

✔ Prepare a glossary of terms specific to your industry or service and have these
terms researched in each target language

✔ Review the terminology with representatives from your organization in each of
the target countries

✔ Enlist individuals who will review the translated content for accuracy once it is
complete

✔ Develop a process that enables your information developers to produce content
that supports localization

✔ Communicate with your localization service provider to develop a process for
handing off files 

✔ Meet with the service provider to develop a workable schedule for delivery of
files, return of content for review, and production of final deliverables

It is important to start work early enough, especially on a glossary of terms in multiple
languages and writing for translation, that you will be ready when your localization ser-
vice provider needs to begin. Traditional schedules for first translations could be as long
as six months to complete. With the use of topic-based authoring, development in XML,
reduction of desktop publishing, and excellent preparation of the source content, these
schedules can be reduced to a few weeks.

Budgeting for localization and translation
If you have never contracted for localization and translation before, you may be surprised
by the cost. You should contact your service provider to obtain preliminary cost estimates
for each language you need. You will find that the basic European languages (French,
Italian, German, and Spanish, abbreviated FIGS) are much less expensive than Japanese,
Chinese, or other languages for which fewer translators are available or with character
sets or right-to-left orientation that require special processing.

The cost of localization and translation typically includes the actual translation time,
project management, and production of final deliverables in the target languages. The cost
may also include quality assurance reviews, reviews of the source language content for
ease of translation, and the costs associated with localizing and translating the product
itself. 

You can expect to pay for translation by the number of words in the source language,
typically between 20 cents and 50 cents per word, depending on the language. You will
pay additional fees for desktop publishing tasks, from $15 to $20 or more per page. You
will also find that there are fees for project management, quality assurance, and other
activities that must be completed as part of a translation project, leading to costs that
might be as high as $1 per word.
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540 Part 3: Project Management

Best Practice—Supporting localization and translation 
with content management and workflow
Traditional localization and translation practices can become quite expensive

when you pay by the word. Of course, reducing the number of words to be translated will
help to reduce costs, a strategy discussed in the next best practice. However, developing a
strategy to create and manage content for translation will help to reduce costs as well.
Adding a content-management system that is translation-ready will provide you with
additional cost- and time-reduction activities. Single sourcing, or reusing content in more
than one deliverable, will further reduce the number of words to translate.

Developing a single-source strategy to reduce translation costs
A single-source strategy for the development of your information helps to decrease trans-
lation costs at the same time that you reduce information-development time. Modules of
content that are reused in more than one deliverable need to be written once and trans-
lated once rather than multiple times. Using the same content multiple times also ensures
that both the original text and all the translated versions will have identical content. Even
miniscule changes to the original content, including changes to punctuation, can affect
translation costs. 

Creating a multiple language repository
Adding a multiple language repository or database to your single-source strategy will fur-
ther reduce your costs. With a multiple-language repository, you can store all the content
in every language. By maintaining links between the multiple-language modules, you can
manage the cost of revisions. Only those modules that have changed from the original
versions need to be retranslated, drastically reducing the number of words that need to be
translated following the first version of the information.

Establishing a translation memory
The use of translation memory tools has become ubiquitous in translation management.
On your first project, your localization service provider will build a database referred to
as a translation memory for each target language. This database is then available for the
next iteration of the translation and has the potential to greatly reduce subsequent costs.
Translation memories, also known as translation databases, are collections of entries
where a source text is associated with its corresponding translation in one or more target
languages.

Translation memories are databases that relate the source content with the correspond-
ing translated content in each of your target languages. The translation memory for a par-
ticular project becomes available to the translator, usually through a desktop system.
When the translator begins the translation of a section of text, he or she first searches the
database for equivalent source content. 

If the source content and the “new” content is exactly the same, that translator accepts
the existing translation for a 100% match. If the source content and the “new” content are
similar but not exactly alike, the translator has a “fuzzy” match. The translator can then
work with the fuzzy match to translate the text without having to invent the entire trans-
lation from scratch.
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By using the translation memory, the translator can work more quickly and be more
assured that the terminology and phrasing is correct, that is, if the original translation was
correct. However, the translator has to be aware of the context in which a match occurs.
The new context may be somewhat different from the original context, requiring a differ-
ent translation. Even a single term may be translated differently, depending on the con-
text. A discussion about a bridge over a river and a subsequent discussion about bridging
a gap in knowledge are likely to require different translations.

As project manager, recognize that you will pay at a reduced rate per word for 100%
and fuzzy matches. If the content produced by your team has changed drastically, you
may find that the translation memory for your project has to be updated. If someone did
not update the translation memory after the last translation or if the translator does not
install the correct version of the translation memory, the number of 100% and fuzzy
matches will also be reduced.

Just be certain that the correct translation memory is always applied. It is best to main-
tain the translation memory as part of your repository or file system. Always ensure that
the service provider has returned to you the most up-to-date version of the memory. Also
discuss the importance of beginning with the most up-to-date translation memory for
every project. Occasionally a translator does not install the latest version of the translation
memory before beginning the translation, thereby increasing your costs. You pay much
less per word if the translation memory recognizes the text in your deliverables.

Using content management to support pre-translation
The combination of translation memory and content management can work to decrease
both the costs and time of translation. If you have a multiple-language content-management
system, you can avoid entirely sending out modules that have not changed since the
previous translation. Because applying translation memory will cost you by the word,
although less than new text, to translate, avoiding translation costs altogether is a distinct
advantage.

Your content-management system should track the changes and alert you to modules
that must be retranslated. However, if you maintain the translation memory as part of
your content-management system, you may be able to apply it to modules with minor
changes and control the number of new text that goes to the translator.

If you are using topic-based authoring and controlling the content units with XML
markup inside the topics, you can further reduce costs by applying pre-translation tech-
niques to content units that are smaller than entire topics and thus less likely to change.

Integrating automated workflows with your localization service provider
If your content-management system includes an automated workflow, you may be able to
avoid the frustration of transmitting the wrong files to your localization service provider
or forgetting to send the latest version of files that have been revised. A workflow system
can be designed to automatically forward the appropriate files to the service provider as
soon as they are ready to be translated, even before the entire project is complete. Many
content-management systems provide a browser-based interface that can be directly
accessed by the translators so that they can pick up and deliver files easily. Your service
provider may have an internal workflow system that you can link to, seamlessly provid-
ing the correct information at the right time in the process. Modules of content can flow
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back and forth between the various process steps, including reviews by your in-country
experts. 

Integrating the workflows implies that you are maintaining the translating files in your
repository as they move back through the workflow to you. It is essential for subsequent
translation that you maintain the files in your content-management system. Note that
when translations are handled by local sales and support groups at your company, you
often have no electronic copies of the translated content to leverage for subsequent 
translations.

Automating publishing
Desktop publishing tools such as Word, FrameMaker, Quark, or InDesign require that the
localization service provider disassemble the original documents for translation and
reassemble them in each target language. Such repetitive desktop publishing becomes
quite expensive. By using automated publishing systems, you can avoid desktop publish-
ing costs entirely.

If you move to standard markup languages using XML or SGML in your source files,
most localization service providers can automatically strip out the tags, send the content
to their translators, and reassemble the translated content automatically into the original
markup. 

Given XML or SGML file, you will find tools available that make it possible for you to
handle the final production process in multiple languages inhouse. If you are using such
tools, you should ensure that all the translated content modules are returned to your
content-management system or file system. Then, you can run the scripts needed to
process the content and produce final deliverables.

Even if you bring the final publishing inhouse, you should arrange for a quality assur-
ance review by your service provider. It is difficult to tell if the text is laid out correctly
and if there are no missing sections, when you cannot read the target language. Especially
for double-byte languages like Japanese and Chinese, meaning that the character set is
large and complex, or bidirectional content like Arabic and Hebrew, you will need experts
to review the final deliverables to be certain that all the processing has worked correctly. 

Recognize that text expansion also requires that content be reviewed in final form.
Most languages require more space than English, either horizontally or vertically or both.
That means that tables and graphic labels may have to be rearranged to be readable. It
also means that page breaks must be rechecked to avoid unreadable text.

In any event, work closely with your localization service provider to establish a process
that works efficiently and effectively for your content. By keeping the costs of translation
as low as possible, you have an opportunity to add additional languages to the mix for
customers without breaking the bank and exceeding your budgets.

Best Practice—Preparing your content for 
localization and translation
Keeping translation costs under control and reducing time to market for multiple

languages means more than streamlining the production processes. After you have imple-
mented a single-source strategy, translation memory, and a content-management system,
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the next area to address to reduce costs and increase the quality of translation is the original
source content. By writing for translation, you not only make translation easier and more
accurate, you make the original text more consistent and readable as well. Writing for trans-
lation means following good writing practices with a few more ideas included that specifi-
cally affect translations.

If your content has been previously translated, also consider minimizing the number of
cosmetic changes you make to the text. If your localization service provider has a transla-
tion memory database for the previous translation, even tiny changes may require a re-
translation, increasing your costs. Refrain from “tweaking” the previously translated
content, especially if the corrections do not add demonstrable value to the customers.

Developing global standards for your content
The style guide that you invoke to support your team’s information-development work
should reflect the requirements for global content. The place to begin is consistency of
writing style. The style guide should embody the need for consistency in terminology,
heading styles, and sentence structure.

As the first strategy, your style guide should include a glossary with terms and their
official definitions. With your quality assurance process, you can support the use of the
terms in the glossary, ensuring that they are used in every case and that the terms are not
used in the text with different definitions. Try to keep newly invented terms out of the
content, especially if ordinary, well-established terms already exist with the same mean-
ing. Product developers often invent terms in the user interface that have no equivalent in
other languages, even when perfectly acceptable words are available. Your information
developers should be encouraged to track new terms and suggest variants that are
already in your translation memory. The same process holds, of course, for the informa-
tion developers themselves. The more consistent their use of terminology throughout the
content, the simpler the translation work will be.

Styles used for topic titles, depending upon the information type, should be consis-
tently applied. For example, task titles should begin with verbs, and concept and refer-
ence titles might be restricted to noun phrases. 

Sentences should be reasonably simple with obvious relationships between subjects
and verbs. Information developers should avoid long, complex sentences with many
prepositional phrases. Strings of prepositional phrases are always difficult to read and
even more difficult to translate accurately. Readers often have difficulty figuring out how
the phrases modify one another. Consistency in word choice and sentence structure will
help the English reader as well as the translator. 

Expressions that are understandable to Americans may not be understandable by peo-
ple in other countries or cultures. Avoid Americanisms in the text; remember that
although English is spoken worldwide, American English is not. Even native English
speakers in the United Kingdom, Australia, or South Africa may not understand
American expressions. Even a football field is a different length outside the United States.

For more guidelines on writing for translation, see http://www-306.ibm.com/software/
globalization/topics/writing/style.jsp developed by translation coordinators at IBM.
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Localizing the content ahead of time
Much of the work of localizing content can be handled during the information develop-
ment. Alternative measurements for English and metric can be included in the original
information. If you don’t want to display both measurements in the text, use a method for
marking the conditions and processing only the one appropriate for a particular language
and culture. 

Research the regulatory content required in every country in which your information
will be used and find the appropriate texts. As you construct maps of your content for
your final deliverables, you can point to or insert the appropriate content for each lan-
guage and country.

Explore ways of making localization simpler by avoiding icons, graphics, names, and
other items that are understood only in your country and language. The American symbol
for mail as a rural-delivery mailbox is unknown in other countries. 

Recognize that most languages take up more space on the page or screen than English.
Leave sufficient space around graphic labels or in tables to accommodate longer character
strings.

Using controlled language tools
Controlled language tools have been available for a number of years and can be quite
helpful in ensuring that information developers follow the style guide and write more
consistently. Some of the tools use English or another source language version of your
translation memory. If someone introduces a term that does not exist in the memory, it is
flagged for revision or inclusion in the glossary. 

Other controlled language tools build various checks into the word-processing system,
essentially creating an electronic version of your style guide, fully incorporated into the
information developers’ working environment. The tools may, for example, flag sentence
structures that violate the guidelines or are especially awkward or confusing for non-native
readers of the language. The controlled language tools are especially useful when you have
writers for whom English is not a native language. Rather than relying on expensive edit-
ing to correct basic problems with sentence structure, grammar, or spelling, you can have
the controlled language system configured to address the most common problems.

Preparing graphics for translation
Text developed inside graphics tools can present special problems for translation. To get at
the text, the localization service provider has to open the graphic with the tool originally
used to create it, extract the text, send it to the translator, and place it back into the graphic
correctly. Since most text is longer in languages other than English, placing the text back
into the graphic can cause problems. The translated words may not fit in the same places
as the English words.

One way to handle the problem is to place the text on a separate layer so that it is easily
removed for translation, although the text size problem is still not solved. Another way
organizations handle the problem of translating text in graphics is to remove the text com-
pletely, reference graphics with numbers or letters and providing a table that converts the
reference items into names and explanations. Such indirect labeling is easier to translate
but not easy to reference for readers.
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Some organizations are using XML to facilitate the translation of text in graphics. The
graphic is converted to a Scalable Vector Graphics (SVG) format. Because the entire image
is presented in XML, the text can be extracted using the XLIFF standard for transmitting
text for translation. After the text is translated, it can be returned to the graphic in the target
languages. Problems may still exist with text expansion, but the need to work directly in
the graphics development tool is eliminated, making the process faster and less expensive.

When you are sizing graphics for a print page, remember that paper sizes are not the
same worldwide. A graphic that works well in the US’s paper size of 8.5 inches x 11 inches,
will not necessarily work in the ISO standard A4, which is 210mm x 297mm (longer and
slightly narrower).

Localizing the product interface
In some organizations, localizing and translating the product interface is handled by
another group than information development. If, however, you are responsible for work-
ing with your localization service provider to localize the interface, you have much to
keep in mind:

✔ The better the product is designed to support localization and translation, the
faster and less expensive the process will be. You may want to work with the ser-
vice provider to design the product to be ready for localization.

✔ The localization process often requires that the product be taken apart so that all
the translatable text can be extracted. Once the translations are done, the product
will have to be reassembled. In addition, certain aspects of the product may have
to be changed to accommodate using it in the target language.

✔ All the screens and other images in the user interface will have to be translated
and otherwise restructured to accommodate the target languages. Screen shots in
the documentation will have to be resaved in the target languages.

✔ Once a product is being localized, changes that affect localization become increas-
ingly expensive the later they arrive. Small changes may lead to many changes
throughout the interface. It’s best to keep changes to a minimum after a product is
being localized and the screens translated.

✔ Your glossary of terms must include all the terms in the interface, including
menus, dialog boxes, and error messages. Too many stories occur of user inter-
faces in one language with error messages in another language because they were
left out of the localization process.

Product localization is a process fraught with difficulties. If you have never managed
this process before, and neither has anyone else in your organization, start early in discus-
sions with your service provider. They will assist you in finding ways to make the process
go more smoothly.
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Best Practice—Selecting and working with a 
localization service provider
Some information-development organizations contract with individual translators

for each language they need, managing the entire localization project inhouse. I even find
an occasional information-development organization that employs its own translators
inhouse. For the rest of the organizations, the best route is to contract with a localization
service provider. A localization service provider will partner with you to provide a com-
plete range of services, from recruiting and managing the in-country translators to han-
dling all the project management and quality assurance activities of the localization project.  

Selecting a professional localization service provider
One of the best ways to find localization service providers that can meet your needs is to
use your network of other managers. When you ask colleagues for recommendations,
however, be certain that you understand their localization needs. If your needs are consid-
erably different, the recommended vendor may not be appropriate. 

As you prepare to evaluate vendors, list your requirements:

✔ Languages you will need to have produced, especially double-byte and 
bidirectional languages

✔ Graphics and screen shots that will be included in your information

✔ The tools you use to produce information, especially if you are using XML-based
authoring and graphics development

✔ Formats you will need for the final deliverables

✔ Systems you will use to transmit files, especially if you are developing individual
topics

✔ Responsibility for final production of complete deliverables

✔ Responsibility for maintaining translation memories

✔ Quality assurance activities and responsibilities

✔ Schedule considerations

✔ Number and locations of in-country reviewer

With these requirements in hand, you are ready to begin discussions with three to five
potential service providers who appear to have the capabilities you need. You may want
to consider at least one large, international and at least one smaller, locally based provider
so that you can evaluate a range of capabilities and costs. 

Some questions you may want to address in your selection process include the following:

✔ Which languages do they specialize in, especially considering less well-known
languages that you may need?

✔ Do they have experience with your technology?
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✔ How do they recruit translators with the technical skills you need?

✔ Are their translators located in their native countries? Do they always use native
speakers?

✔ How do they manage localization and translation projects? Do they assign you a
project manager who handles all communications?

✔ How do they handle quality assurance activities and who is responsible for them?

✔ What tools and systems do they use for translation memory, content management,
software localization, graphics translation, and so on?

✔ How do they manage XML files and individual topics? If you deliver partially
translated topics, how will these be handled?

✔ What are the fees based upon? How are they calculated?

Many more questions are likely to arise as soon as you begin your discussions. Once
you and the potential services providers have a mutual understanding of the require-
ments of your projects, you should ask for formal proposals and price quotations for your
immediate project. 

In your selection process, be certain to consider more than the lowest price. You will
need to be comfortable working with the people in the company, especially the people
who will be directly managing your project. You probably should ask for and consult with
references who have projects similar to yours, asking about day-to-day relationships, proj-
ect management, and quality assurance activities. 

Establishing a working relationship early in the life cycle
As soon as you have selected a service provider, ask for a planning meeting. This meeting
should be scheduled early in your information-development life cycle, hopefully in the
Planning Phase. During the planning meeting, review the proposal to ensure that you
have a clear mutual understanding of the project. Ask for a review of the project manage-
ment and quality assurance process, and go over the service provider’s requirements for
the delivery and return of files. Convey as much information as you have about the sched-
ule, especially your assessment of the project risks. If you are confident that the project
will proceed on schedule, make that clear. If you are confident that the project will fall
behind and that late changes are a regular part of the product-development process,
explain what you think is likely to happen to the schedule. 

As you discuss process, ask the service provider how they will report to you on the
progress of the localization project. Make sure you receive regular reports that include
budget information. You need to understand how you will be informed about budget
increases and what choices you may have in controlling costs.

Developing a multiple-language glossary of terms
As part of your initial planning meeting or soon afterwards, establish a plan for developing
the multiple-language glossary. If your service provider uses terminology software to man-
age the glossary in multiple languages, ask for a demonstration so that you understand
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how the software works. Also find out if they have software that allows them to “mine”
your existing information for potential glossary terms. Software to create draft glossaries
can save you considerable time coming up with the initial term list. It will also help find
terms that you don’t recognize as special because they are so familiar. Your glossary should
include terms that your industry uses in special ways, even if they are otherwise ordinary
parts of the language.

You may also have a glossary of terms and definitions, which will be a good starting
point. However, if you already know that your legacy information does not use terminol-
ogy consistently, make that information available to the service provider. They may have
suggestions about establishing a synonym list or otherwise working with you so that the
translation is consistent. They are likely to suggest that you develop a process to make the
writing more consistent to keep translation costs under control.

You may be asked to clarify the meanings of words in your English glossary as the
translators begin their research. They will research the terminology used in your field or
with your technology in the target countries. If they encounter terms that don’t seem to
exist, they will ask for clarification. If you have access to up-to-date materials in your field
that are already in the target languages, especially materials that are verified publications
like scientific papers, provide them to the service providers as a terminology resource.

Once the service provider has drafted the glossary in the language you need, they
should ask you to review the terminology with people in your organization who are
native speakers of the target languages. Make sure you have subject-matter experts in-
country who will contribute to the review process. They may find errors in the glossary
because they are experts. Have them provide explanations about the word choice so that
the translators better understand the technology.

Recruiting internal reviewers and establishing an internal review process
Not only will you need reviewers in-country when you are developing a multiple-language
glossary of terms, you will need reviewers for the translated versions of the information.
Look for people who are subject-matter experts in engineering locations in the target coun-
tries. If your information is designed for end users, work with in-country trainers or people
on the support team who are more likely to know the language used by the end user rather
than the technical customers. If you only have sales organization in-country, find people in
the sales organization who are willing to review the translated information from the per-
spective of the customer and who know enough about the technical content to be competent
reviewers. 

Consider the need for legal review of the content in the target languages. One company
discovered too late that the French version of a policy manual did not say the same thing
as the English version. An employee who was fired for a policy infringement won a law-
suit against the company. He followed the policy in the French version of the manual,
which had been mistranslated and was therefore different from the English version of the
policy. Some organizations with sensitive information have the translated text retranslated
back into the source language so that the two versions can be compared.

As you recruit in-country reviewers, provide them with information about how the
process will work and how important it will be to meet schedules. If the reviewers are
slow, they can hold up the release of the product in their market, which is usually a 
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considerable disadvantage for them. Understanding the relationship between their review
tasks and product release can help motivate them to work quickly. 

Provide your reviewers with the original language copy of the information so that they
are able to compare the translations with the source language.

Inform your service providers about the arrangements with in-country reviewers and
establish a process for transmitting the completed information. If the service provider
uses an automated workflow system, the review process and the reviewers should be
included.

Providing product training for translators
Unless they have worked with you before, the translators cannot be expected to be experts
in your particular product and information, although they may have related experience.
Consider how you will help the translators come up to speed on the product. Do you have
a basic e-learning course available? Can you set up a web presentation by your informa-
tion developers or others in your organization? Are there trainers or scheduled training
courses near the translators’ locations? Is there literature available that explains the prod-
uct in general terms?

Even if you are able to arrange for training in the product, you should also plan for
time that your information developers will be available to answer questions from the
translators. Technical terms, ambiguous and inconsistent writing, and information that is
not exactly the same in multiple locations all present problems for translators. Establish a
line of communication between the translators or the service provider’s editors or project
managers and your team members so that questions can be addressed quickly. The com-
munication will help to increase the quality of the translations.

To assist the translation process, you may want your information developers to include
notes to the translators in the text. They should indicate which words are not to be trans-
lated. If you are using XML authoring tools, you can use the XML translate attribute set to
“no” to identify a word or phrase that must not be translated. However, use this attribute
sparingly and carefully to avoid confusion, such as a problem when you have set a word
or phrase to translate inside a passage that is set for no translation.

Managing translation memory
By contract, your organization should own the translation memory even if it is main-

tained by your service provider. If you are using a content-management system that
allows you to run the translation memory against the files in the repository, you may ask
that the revised memory be transmitted back to you. You can then make the memory
available for the next translation round or to a different service provider. Work with your
service provider to ensure that the correct version of the translation memory is always
available to the individual translators and that the memory was properly updated at the
end of the previous project. 

Evaluating the localization project
After the project is complete, schedule a meeting with your localization service provider
to review the project. Find ways to improve the timeliness and quality of the process and
the final products. You may want to make changes to the information-development
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process in creating the source content so that it becomes easier to translate. You may want
to consult with a translation expert to find ways to make your text more consistent and
unambiguous. You may want to research the use of controlled language tools to enforce
style standards throughout your team. 

Provide feedback to the service provider. If you work together to solve communication
problems now, the next round of localization will be smoother. Remember that communi-
cation problems are unlikely to be one-sided; both you and the vendor project managers
should be able to find ways to improve. 

Review the entire process step-by-step so that you uncover any misunderstandings that
led to delays or mistakes. Consider ways to make the process more effective for both
teams. If you are dissatisfied with the work of someone on the vendor team, let more
senior managers know. They may be able to find an individual who can work with you
more effectively.

Go over the entire budget for the project so that you understand where all the costs
come from. Discuss ways that you can work together to reduce costs in the future. Some of
that cost reduction may be up to your team through more consistent writing and the exact
reuse of more content. Your process may benefit from a move to a content-management
system that is compatible with the system used by your service provider. 

If you intend to change to XML- and topic-based authoring, inform your service
provider during your planning and implementation. The change will necessitate changes
in the translation process as well. It is best to be prepared well in advance of the next proj-
ect. If you find that your service provider is unable to work in the new environment you
are creating, you may have to look elsewhere.

Summary
Localizing product and translating information can be expensive and time-consuming if
you do not plan for it carefully and establish a process that includes localization- and
translation-friendly actions through the information-development life cycle. If you are
responsible for the localization and translation of your project information, remember the
following recommendations as you put your project plan together:

✔ Know exactly what your project requirements are for localization and translation.
List all the deliverables that must be translated with every target language. 

✔ Establish translation activities as part of your project schedule, working closely
with your translation coordinator or your localization service provider to deter-
mine the optimal schedule.

✔ Include writing for translation as part of your information design and develop-
ment process. Create a style guide that promotes consistent, jargon-free writing.

✔ Plan graphics and text so that translation is as simple as possible.

✔ Use topic-based authoring to ensure that information that occurs in more than one
context is exactly the same in each instance unless there is a customer-driven rea-
son for a difference.
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✔ Develop a glossary of terms in your source language and facilitate the translation
of the glossary into the target languages.

✔ Establish a cadre of in-country reviewers who are knowledgeable about your tech-
nology and customers.

✔ Work closely with your localization service provider to develop a smooth process
for transferring files and keeping lines of communication open.

✔ Standardize and automate as many of the tasks as possible to reduce your costs
and decrease time to market.

✔ Solicit feedback about the process by conducting a review session with your ser-
vice provider.

✔ Solicit feedback from in-country employees and customers about the quality of the
translations and share the feedback with your service provider to improve the
translation for the next release.
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“Thank goodness we planned.
We actually made our deadline.”
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Managing
Production 
and Delivery

Production is like planning an elegant dinner; timing is every-
thing.

—Diane Davis

The Production Phase of your project is your last opportunity to
ensure quality. A successful Production Phase begins with your
project plan, in which you determine what final deliverables are
required and when they have to be completed so that they are
available to customers in a timely manner.

When I wrote Managing your Documentation Projects in 1994,
delivering printed manuals was the overwhelming standard.
Help systems were still relatively new and the web was
unknown to the general public. As a result, I suggested that proj-
ect managers allot 20% of total project time to preparing final
deliverables. That often resulted in calendar time of six to eight
weeks, if not a full quarter (13 weeks) before completed infor-
mation would be available to customers. The result was reduced
quality to the customers; the information was often out of date
before it was published.
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Figure 23-1: Information-development life cycle

Since then, information-development organizations have come to depend much more
heavily on electronic delivery, primarily through help systems and websites, although
handheld devices like cell phones and personal digital assistants are increasingly included
in the deliverables planning. Even when you decide to print and ship paper to customers,
the methods you now have to handle print content require far less time than they once
did. Delivery of camera-ready copy to printers is handled electronically, with most of the
final preparation completed before the files are sent (see Fig. 23-1).

As a result, the time needed for final production activities has been shortened.
Information-development managers report Production Phases for their projects decreas-
ing from 6 to 8 weeks to 2 to 3 weeks. Production tasks that used to take days, now take
minutes to complete. And, you need fewer people to handle the production tasks. For
these reasons, I estimate that the Production Phase for most projects that incorporate
content-management systems or use automated methods to handle production tasks is
10% or less of the total project time. Figure 23-2 shows the new life cycle phase diagram
with more time allocated for development as a result of decreased production time.

Figure 23-2: New Production Phase time allocation

In many cases, information developers handle more of the production process directly,
sometimes with help from dedicated inhouse production specialists. Information develop-
ers using high-level desktop publishing tools may complete most of the final production
reviews and prepare the final copy for delivery to printers or electronic systems.
Organizations using advanced content-management systems, accompanied by XML and
topic-based authoring systems like DITA, prepare scripts that assemble complex docu-
ments automatically from scores of independent modules of text and graphics. And, they
do so in multiple languages and for multiple output formats.

Production specialists in many groups have merged with or become the tools special-
ists, because so much of final production is handled by tools. With single-sourced produc-
tion, for example, you can easily produce multiple output media from the same source,
including PDFs, HTML, various help systems, and other formats needed for an increasing
number of special devices.
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At the same time, the most critical quality activities during the Production Phase remain
the same. As project manager, you still need to ensure that final approvals and signoffs
occur, production edits are completed, deliverables are assembled in multiple languages
with appropriate localizations, and final outputs are properly distributed. So, although you
have many new and powerful production tools at your disposal, some of the primary tasks
remain the same. Your role is to ensure that your team does not assume that the tools will
take care of everything. 

Best Practices for Managing
Production
In managing the production process, you will once again find yourself coordinating with
people inside and outside your organization. Not only will you work with your own team
members to ensure that all files are ready for production, but you may also work with a
production coordinator in your own or another department. You are also likely to work
with others in the organization responsible for making content available to users by
embedding help systems into the product or making information available through vari-
ous websites. Finally, you may be responsible for selecting and coordinating with outside
vendors. These five best practices lead you through the production management process:

✔ Planning for production and delivery

✔ Preprocessing final deliverables

✔ Performing production edits

✔ Handing off final deliverables

✔ Working with vendors

Each of these best practices will help you ensure that the final deliverables of your proj-
ect are properly produced. You do not want the final result of a creative effort, done with
dedication and hard work, to be done poorly. The quality of your deliverables reflects not
only upon your team but also on the larger organization you work with.

Best Practice—Planning for production and delivery
Good production actually starts long before Phase 3: Development. If you have
established a sound information architecture, templates that support the structure,
and you have designed a careful production process, you do not have to squeeze

production activities into the last few days of your project. By building production-
supporting activities throughout the information-development life cycle, you have suffi-
cient time to ensure that you have achieved the quality of work your customers deserve.
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The life-cycle processes that support production during the project include the following:

✔ Instituting a strong, standardized information-architecture support by well-
designed templates or Document Type Definitions (DTDs) in XML

✔ Using quality assurance activities to ensure that your team members adhere to the
information architecture and the templates

✔ Establishing production reviews or checks of XML markup during the
Development Phase rather than only in the Production Phase

✔ Ensuring that the graphics comply with standards. If you have professionals han-
dling graphics, rather than writers, they are more likely to be ready for production.

✔ Moving legal reviews and approvals far enough upstream in the process that the
do not produce bottlenecks at the end of the project

In your project plan, all the way back in Phase 1 of your project, you listed the deliver-
ables you expected to produce for your project. Table 23-1 illustrates a typical deliverable
plan. Note that you should have taken into account the delivery method for each output
type. It is especially important that you know far in advance exactly what is expected by
all the various parts of the delivery process.

Table 23-1: Deliverable Schedule Example

Deliverable Delivery Page/Topic 
Title Part# Method Languages %Change Count

STEW Reference 2559-001 PDF on CD; fr, gr 0 410
Information System HTML on web
V5.1 Administrator 
Guide

STEW Reference 2559-009 PDF on CD fr, gr 0 18
Information System 
V5.1 Release Notes

Reference Information 2559-007 PDF on CD; fr, gr 0 215
System V5.1 User HTML on web
Guide

Customer Information 2559-012 HTML on web fr, gr 75 2
Worksheet

Document Manager 2559-017 .chm help files 20 35
Online Help
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In the deliverable table, provide all part numbers. They are often the primary reference
for retrieving the correct titles from inventory. Specify the delivery method, including
print, CD, web, and help systems. Specify the languages required, and note the final page
count or topic count as appropriate. Other information, such as the area or region of the
world associated with a deliverable, should be included, depending upon the needs of
your organization.

Knowing what you’re supposed to produce 
You have noted the delivery format that you need to produce in your project plan.
However, you may need to uncover more details about the formats. For example, if you
are developing HTML pages for a website, discuss with those responsible for building the
web pages how they want the files delivered. Find out if they need both HTML and PDF
output for the web. Many information websites provide PDF copies that customers can
use for printing, rather than printing multiple web pages. 

In determining the full extent of the deliverables, you should identify all the organiza-
tions you need to coordinate with and the key individuals who can provide you with
details about the delivery methods. If you are responsible for delivering content to train-
ing sites, find out what needs to be shipped in what form. Classroom instructors may
need source material well in advance of scheduled training to use for their own learning.

Scheduling backward
It’s a long-established practice for information project managers to schedule back from
delivery dates. Delivery dates in your project plan may be specific calendar dates or rela-
tive dates, showing dependencies on other events in the larger project schedule. A relative
delivery date might read: 

One day before Block Product Test Stability Phase entrance. File sent to print at least 2 weeks
before CD gold to allow for printing and kitting with CDs. 

It may be useful to include information about who determines when the relatively sched-
uled delivery date actually occurs. 

Once you have determined the specific or relative delivery dates, you should begin to
count backward. If you’ve handled production tasks before, that counting will be fairly
straightforward, especially if you haven’t changed the process. But if you’re new to pro-
duction estimating or you are working with new processes and tools, counting backward
may be difficult and anxiety provoking. Consult with as many people internally as you
can find who have worked with the production process before. If you are changing your
processes and tools, the first time through will require extra time, perhaps even more than
you might have originally estimated, to handle the inevitable problems that occur. 

If you’re finding it difficult to estimate production time, list all the possible activities
you can think of, with help from your team members. Leave enough “wiggle room” to
allow for solving problems and for last minute changes coming from the larger project
team. Attach either specific or relative dates and indicate how many hours or days you
think should be allotted to each task. Don’t forget to take into account production activi-
ties for multiple languages, especially if you don’t expect to receive translated content
until late in the Production Phase.

Table 23-2 illustrates a typical production schedule.
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Different types of deliverables may have to be delivered on different schedules. For
example, you may need to deliver an online help system to the product-development
team or to the configuration management coordinator long before you have to deliver
content for the web or for print. You may be asked to deliver draft help files for testing
before other content is in final stages of development.

As you plan the delivery schedule, focus on giving your information developers as
much time as possible to complete the content and ensure that it is up to date. If they have
to turn in content four weeks before the software code is frozen, you can guarantee that
the software and the documentation will not match. By extending the time for information
development and shortening production schedules, you improve the chances that the
information you deliver will be accurate.

Defining roles and responsibilities
Once you have your deliverables determined and your schedule outlines, you need to
assign responsibilities to various people on your team. You may want your information
developers to do part or all of the production tasks themselves, especially if you do not
have a dedicated production individual or team. If the information developers are
expected to handle the production edits and final reviews of the output, you need to plan
time for these activities in their schedules. 

Consider who you want to make responsible for testing the production files, making
certain that they are intact and not corrupted. Consider who will ensure that all the pro-
duction outputs are transferred to the appropriate delivery channels. Think about who
will coordinate the printing and work with the printing and fulfillment providers. Know
what tasks you and your team members are responsible for completing and what tasks are
the responsibilities of others in your organization. Table 23-3 illustrates possible roles and
responsibilities during the Production Phase. Note that you may have one or more people
in these roles and that some responsibilities will be handled by the same individuals.

Table 23-3: Production Phase Roles and Responsibilities

Role Responsibility

Production specialist Responsible for transforming content into delivery formats, such as HTML for web pages or
various help systems. May also run or monitor scripts that massage content into different
formats such as UNIX man pages or quick reference cards.

Production editor Responsible for developing the production checklist and ensuring that all production edits are
completed. Prepared to decide what should and should not be changed at the last moment.

Indexer Responsible for either completing the indexes for all deliverables or reviewing the indexes for
completeness and accuracy. May also prepare a list of common index terms across deliverables.

Vendor coordinator Responsible for negotiating contracts and schedules with the outsource vendors, handing all
required files and systems to the vendors, and ensuring that all deliverables meet requirements.

Production coordinator Responsible for the management of all Production Phase activities after deliverables have been
handed off from the information developers. May also coordinate all activities with the vendors.
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If you are coordinating activities between your team of information developers and a
production team, negotiate which group is responsible for final changes to the documents.
Consider which types of change need to be reviewed by the original author and which
can be handled by the production team. Develop a policy about making changes in the
source files versus making changes in the production files. If you make changes in the
production files, develop a procedure for ensuring that the changes are made to the
source files before they are forgotten.

Scheduling indexing
In Table 23-3, I introduced the need for someone to be responsible for final indexes for
your deliverables. In some organizations, the information developers enter index terms
while they are writing. In others, indexing is done during the Production Phase by a spe-
cialist in indexing. In either case, you need to allocate time in your schedule for the
indexes to be produced and edited. You will find that it is impossible to generate a good
index on the first round. Even well-developed indexes will contain many inconsistencies:
you will find both singular and plural forms of nouns, nouns and verbs used for the same
item, spelling differences among words that should be the same, or problems with index
levels that require rearrangements among primary, secondary, and tertiary index items.
All of these problems and more appear in unedited indexes. If you do not have someone
on your team who is knowledgeable about indexing, consider using an outside specialist
or getting training in indexing techniques and best practices.

Too often, information developers give short shrift to indexing, even though customers
tell us that the index is essential to the usability of a document. 

If you are delivering electronic content without indexes, remember that keywords
attached to web pages play the same role for the user as index terms. The same practice
should be in place to ensure consistency in keywords that will facilitate search. You may
want to develop a glossary of keywords, just as you would develop a list of master index
terms. Then, you will need to leave time in the schedule for the keywords to be reviewed.

Including a legal review
If you have not already included a legal review during earlier review activities in the
Development Phase, schedule a legal review as early in the Production Phase as possible.
During the review, ask the legal representatives to check copyright pages and trademarks
to ensure that the information conforms to requirements. Note that legal requirements
change often. Guidelines that were correct for your last release may need to be updated. 

You ought to have a policy established through your style guide for handling danger,
warning, and caution notices in your documents. In some organizations, all warnings
must be collected from the document and repeated in a special section either at the begin-
ning or at the end of the document. Legal notices may have to be included, with text com-
ing directly from your legal representatives or from government documents. Ensure that
you have all the appropriate pieces that you will need for final production before the last
moment. If necessary, ask your legal representatives to perform final reviews on the com-
pleted deliverables.

At this point in your schedule, delays in key reviews can have a deleterious effect on the
final deliverables. Be certain that legal representatives and anyone else who has to approve
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final copy is alerted to the schedule in advance. Ask that the approvers appoint surrogates
who can approve the documents in their absence. If you are aware of approvers who may
want to make changes, try to schedule a time during the Development Phase for their
input rather than wait until production is underway. If they won’t cooperate until they can
see final copy, try to schedule a specific time for you to meet with them to conduct their
reviews rather than have the documents languish in their inboxes.

If at all possible, work with legal and management representatives to develop an
acceptable workflow for approvals. If they are aware of the procedures and have agreed
to them in advance, they may be more likely to comply.

Best Practice—Preprocessing final deliverables
If you wait until the last moment in your schedule to first produce the final deliv-
erables for your project, you are inviting serious trouble. Inevitably, something
will not work properly, especially if you have introduced new tools into the

process. As you work backward from your final due dates, allow time to preprocess the
draft deliverables before you conduct your production edit and in enough time to run the
processes more than once before they produce the correct output. Be sure that your infor-
mation developers understand that the documents do not need to be completed for pre-
processing.

Developing an automated process
Many teams continue to rely on manual processing steps long after they have the opportu-
nity to automate the processing. Review the process used by your production team, looking
for steps that can be automated. If your process is taking too long, consider adding new
tools to the process that allow you to write processing scripts that run automatically.

Automated processes can accommodate changes in output format, converting XML to
PDF, HTML, and a variety of help systems. Automated processes can convert graphics to
appropriate formats and sizes for online and print or PDF renderings. You can automati-
cally import graphics, develop tables of contents, and run indexes. 

The more you can automate, the easier it will be for your production team to prepare
copy for review and signoff.

Running test content 
If you are working with chapters of books, run each chapter individually and then assem-
ble them and run them again. Include the front- and backmatter, especially the table of
contents and the index. You will need all of the pieces in place for the production edit, but
you may have to correct problems during processing before you have a version that can
be edited. 

If you are working with individual topic-based modules, run them against the final
assembly maps to ensure that all of the pieces assemble correctly. You may find that errors
in tagging will cause the production process to break down. You may need to reapply
templates in desktop publishing systems or correct errors in the source files before the
pieces come together correctly.
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If you are using new tools or introducing a new architecture for your information, run
test content on a small scale before trying to preprocess your deliverables. Work through
test content on all the deliverables, including websites and online help systems. 

As you work through test content or preprocessing of final deliverables, include editorial
reviews to make sure everything is working as intended. 

Ensuring that all files are available and correct
Ensuring that all the files are available and in the correct versions may not be as straight-
forward as you might think. Unless you have a content-management system with version
control, you will find it remarkably easy to include the wrong versions of files in final
deliverables. 

If you are working with a number of remote information-development teams who are
supplying files of final content, ask the remote team members to transfer preliminary files
early even if they are not quite complete. Your production team can preprocess the files
and detect problems early. Recognize that large file sizes may slow transfer or transfer
may cause errors in the files. If you don’t plan for testing of remote files, you are likely to
find yourself with unusable content when your deliverables are due.

If you have early copies of files, you have something to work with even if problems
occur with final deliverables. 

If you are handling the final production of content in multiple languages, your test and
preprocess steps are critical. Surprises of all sorts occur: fonts that will not process, miss-
ing text elements, problems processing double-byte languages like Chinese and Japanese,
problems with text and graphics that must run right to left rather than left to right. Plan
for quality checks by your localization service provider even if you handle production the
multiple language assembly and production inhouse. If your production team cannot read
the languages of the final deliverables, they will not detect problems. 

Using content management to facilitate production
A content-management system can be a great advantage during the Production Phase of
your project. The version control technology in most content-management systems
ensures that you know exactly which versions of files are the most recent. Version control
is especially important when you are working with scores of individual topics that will be
assembled in a variety of maps that define individual deliverables. Every topic must be
delivered in its most current version.

By creating references to standard product names and version numbers stored in your
content-management system, you can more easily verify that content meets your delivery
requirements. By creating references to separate files that contain standard, repeated con-
tent, you need check the accuracy of that content in one place rather than in hundreds.

Content-management systems can also facilitate the production of deliverables in mul-
tiple languages by storing all language versions of files (from book chapters to individual
topics) in parallel (through links between the files). As a result, you will know that if a
topic in the source language is changed late in the Development Phase, you must send the
language files for retranslation to your service provider. 

Many content-management systems also facilitate final production of multiple formats,
automating the production of the source files into PDF, PostScript, HTML, help, and other
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formats. Once you have designed the production process into the content-management
workflow, final deliverables can often be produced with the single push of a button (at
least figuratively). Production cycles that took weeks to complete can be reduced to hours
or minutes.

Reducing production time and costs is one of the benefits of a content-management
system, providing a significant return on investment to your organization. It also helps
ensure that your customers get content that is up to date and aligned with the product at
release.

Best Practice—Performing production edits
Perhaps the one most critical quality assurance activity during the Production
Phase is the production edit. The production edit is your final opportunity to
make sure that the deliverables do not contain errors that will interfere with their

usability or create a negative impression with the customer. During the production edit,
you will look for errors in the deliverables that will affect their quality. 

A typical production edit means that your production-edit team checks for problems
that were not caught during the final copyedit and problems that occur or can be detected
only after a deliverable has been assembled. Some of the checks you might perform
include the following:

✔ Correct versions of all the components of the deliverables

✔ Correct assembly of the chapters into a final manual

✔ Correct assembly of topics into a final deliverable (PDF, HTML, help, etc.)

✔ Title and copyright pages with the correct information

✔ Page numbering, including areas with Roman numerals

✔ Headers and footers

✔ Bad page breaks

✔ Correct placement of graphics

✔ Incorrect tagging of elements

✔ Introduction of new tags (creative tagging by authors)

These are only a few of the possible items on your checklist; in fact, your list could
probably go on for pages. 

Establishing a production-edit team
Even if your information developers are responsible for all or some of your production
activities, organize them into a production-edit team. Of course, the best qualification for
a production editor is attention to detail. Information developers, editors, and even man-
agers can contribute. 
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I recommend that you place one person in charge of the production edit. The “produc-
tion editor in chief” is responsible for coordinating the activities, developing the editing
checklist, and training everyone on the team in using the checklist properly.

The best choice for a chief production editor is someone who already knows the
process, having done production edits successfully on previous projects. An experienced
individual is able to make a judgment call about what is necessary to change and what
can wait until the next release. At the eleventh hour of a project, some problems will have
to wait until later to be corrected, particularly if they do not affect the accuracy of the
information or create a negative impression on the customers.

The chief production editor should be someone who is aware of the problems that ordi-
narily occur with your information, especially problems that are caused by the tools you
use to produce your final deliverables. If you are using a well-known desktop publishing
tool that regularly introduces errors to numbered lists, the editor will know that num-
bered lists must be checked carefully. If you are using a topic-based architecture, your edi-
tor will be aware that topics may be incorrectly ordered in a final deliverable and include
that problem on the checklist.

Watching for Problems
Diane Davis, who has managed technical publications departments and projects for many years, mentioned that
she always reads the last line of each page and the first line of the following page. She wants to be certain that
lines of text have not been dropped at page breaks. The habit of checking for missing lines of text grew out of
experience with a tool that regularly caused that problem.

There are other, internal, problems to watch for as well. I recall a project in which one of the editors decided to
measure the margins of all the pages because she was concerned that they might be slightly less than expected.
After discovering that she had already spent 8 to 10 hours with a ruler and had found no margin errors, I
suggested that the problem was not worth worrying about. You’ll find that some individuals don’t know when to
let something go.

An experienced production editor may decide not to correct all the problems found. He
or she might decide that a problem has to go back to the information developer to fix in
the source files. In some cases, he or she might decide that a last minute glitch must be
fixed in the output, with a note to go back and correct the source as soon as production is
complete.

Your goal should be to place someone in charge of the production-edit team who
knows what is really important, what you should take the time to correct, and what you
can afford to postpone.

Information developers should not complete production edits on their own documents.
Peer production edits are fine.
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Preparing a production checklist
The first responsibility of the production editor is to prepare a production checklist. The
checklist should be based on the experience of knowing what is likely to go wrong with a
final deliverable. It should embody, to the extent needed at this point in the process, the
requirements of the inhouse style guide. The checklist should include both text and
graphics. You want to be certain that you have the correct version of the graphics, the 
correct release of the software, and that the screen captures and other illustrations are
clear in the final renderings. A graphic that looks perfectly fine on screen may be unread-
able in print. 

Once the checklist is ready, the editor reviews the process with the whole team, not
only the newcomers. Given the review and training in the process, everyone should be
able to contribute to the quality of the production edit. Nevertheless, the chief production
editor spot-checks the work of the team members, especially those who have not partici-
pated in a production edit before. 

Figure 23-3 is an example of a production checklist prepared by the production editor
in one organization. Note that checklists will be different depending upon the type of
deliverable you are checking. The items you might check for a quick reference card are
likely to be different from the ones you would check in a help system or website. If every-
one on your team is familiar with the production checklist from the beginning of the proj-
ect, many of the items on this list can be covered during the Development Phase as
information developers are creating content. Also schedule some of the activities for the
production editor to complete during Development. The production editor can check for
correct title and copyright pages and be sure that the page numbering is set up correctly.
Sample files can be checked to make sure that markup tags are applied correctly before
correcting markup problems becomes onerous. You don’t want to spend two to four
weeks at the end of the project correcting problems that should have been caught much
earlier.
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Being Efficient
Amy Witherow, who established the production processes at Cadence Design Systems, tells us not to pay a
production editor to clean up bad markup tags when the writers could have learned to use them correctly. She
points out that the more production editing you include in the development cycle, the more time you can give
the writers to work on content.
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How to Do a Production Edit

Check the Documents In and Out

See the production editor to pick up a document (and turn it back in). She will give you a printed copy 
of the book (or take the edited book from you) and log the information into the production database. 
Please do not take books on your own.  

Use the Production Database to Verify the Title and Document Order Number

This is the URL:
      http://www.????

Flag Only Critical Corrections   

In a production edit, we focus on fixing major errors only.

 * Mark and flag these corrections to be made in production: 

 * Incomplete or incorrect chapter introductions

  Chapter introductions should include a complete bulleted list of the level-1 heads in 
the chapter. If not, mark for fixing in production. (Tip: Compare the bulleted list with 
the level-1 heads for that chapter in the TOC.) 

 * Items in a table that have footnote symbols but no footnote (Ask the writer what needs to be 
done.)

 * Typographical errors

 * Discrepancies between text mentions and what appears in text

  Scan to ensure that items mentioned in text actually appear. 

  Example: You might see a mention of “Figure 12-1,” but you can’t find this figure 
in the text.   

       Example: The text cross-reference refers to “Table 3-1,” but the table says “Table 
3-2.” 

Do not flag these types of corrections to be fixed now, but do mark them (using a different ink color) 
for the writer to correct next time:
 * Tables that continue to another page but do not include “Continued” on the second page 

 * Inconsistent hyphenation, word style, and so forth 

 * Figure and table mentions that include a page number when the figure or table is on the 
same page as the mention

  Example scenario: Figure 8-12 appears on page 8-20. The text mention for Figure 
8-12 says, “The flow is shown in Figure 8-12 on page 8.20.” In the future, the page 
number should be deleted.       

 * Missing figure and table mentions  (All tables and figures should have text mentions.) 

 * Inconsistent table styles for similar content 

   Example scenario: Sometimes tables containing options and descriptions have 
titles and sometimes they don’t. 

29_777110 ch23.qxp  11/15/06  4:25 PM  Page 566



* Cross-references to sections that don’t include page numbers

* Terms that should (or should not) be wrapped as syntax

* Any content changes, without checking with the writer first      

Check With the Writer on Any Content Changes

Before making any content changes, check with the writer. 

* Deleting even a single stand-alone sentence that might seem unnecessary or repetitive, 
for example, is a content change. 

* Don’t assume a strange-looking word is just a typo:  In one production edit, the LEF 
construct VIARULE (correct as all caps and one word) was incorrectly changed to be two 
words, lowercase. 

Copy the production editor on Corrections to Quick References

Most, if not all, quick references are automatically generated. 
To ensure that the corrections we mark in the quick references are also eventually made in the 

source main pages, give copies of changed pages to the production editor. She will determine which 
writer is handling the collection of products the original page belongs to and pass the information to 
that writer.  

Mark Page Breaks Extremely Sparingly 

Awkward page breaks usually don’t affect content; readers will get the information anyway. So at this 
late stage in the process, it’s best to leave all but the page breaks that might look like mistakes. Also, 
when you mark a page break, all the pages that follow in that chapter are affected, possibly disrupting 
a writer’s intended layout and introducing bad breaks later in the chapter.  

Do mark this type of page break to be made in production:

* Sometimes a table with only one row of entries appears at the bottom of the page, with the 
table continuing to the next page. 

Do not flag this type of page break, for example:

* Sometimes text introducing a list or code example is at the bottom of the page and the list 
or code example appears at the top of the next page. Leave the page break as is.

 Users:

 Any staff helping with the production process, which can include production staff, 
editors, writers, and managers.

 Purpose:

 A production specialist uses this checklist to verify the final appearance of the 
document. A production proof and check is a page turn, not a reading of each sentence.
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Title page

Note: Though the title and copyright pages are now automatically generated,  please continue to 
check them. 

Check for the following:

 * Correct title (Check the production database)  

 * Version number (Example: X-2005.09)

 * Date (Example: September 2005)

 * Appropriate TM or R symbol with product name (compare with current copyright page to 
see which symbol, if any, to use)

Copyright page 

Note: Though the title and copyright pages are now automatically generated,  please continue to 
check them. 

Check for the following: 

 * Current copyright page (Example: 2005)

 * Correct version of the copyright page

 * Correct document order number at bottom, which should end with the appropriate two 
letters (example: ZA), and correct title (the same as on the title page) followed by a comma 
and, for example, version X-2005.05. 

  Example:

  Document Order Number:  37656-000 ZA

  XYZ User Guide, version X-2005.09                                                               

Table of contents   

 * Make sure all headings in the table of contents have a minimum of three leader dots, and 
page numbers are aligned properly. Long headings in the table of contents should have 
the second line indented.  

 * Be sure TOC begins with the three 1-heads in the preface (“What’s New in This Release,” 
“About This <Manual, Guide, whatever>,” and “Customer Support”) and doesn’t include 
“Preface.” 

 * Check that “Index” is the last item in the contents if the book has an index.   

 * Check all chapters and appendixes listed in the TOC to be sure they are included, with 
the right number (or letter), in the book

Preface 

 * Check that current boilerplate has been used. 

  Tip: In most books, the section “What’s New in This Release” will contain only a 
reference to the release notes. (Note, however, that some books will still include 
detailed information--the choice is up to the writers and their teams.) 

 * Check that the “Conventions” table is on one page.
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Figure 23-3: Production checklist

Text

 * Run your eye over pages; don’t read—about 30 seconds per page.

 * Page breaks: Mark as few as possible (mark only the most serious breaks, such as a table 
that begins with only one line at the bottom of a page).   

 * Check footers:  

  Even-numbered pages have Chapter X: Chapter Title above the page number.

  Example:  

  Chapter 2: Running Automated Workflow

  2-2

  Odd-numbered pages have only the number 1 section head above the page number. 

   Example:   

         
Preparing Your Design

          
 2-3

 * Check that chapter intros include a complete bulleted list of the level-1 heads in the 
chapter. If not, mark for fixing in production. (Some books, such as the Library reference 
manuals, do not include these lists at this time. See the production editor if you have 
questions.)

 ? Tip: Compare the bulleted list with the level-1 heads for that chapter in the TOC. 

 * Introductions to lists: Be sure lists deliver the promised content. 

 * Look for dropped (accidentally missing) graphics and text.

Index

 * Spot-check four page numbers or so.

 * Mark only very bad column breaks (for example, if a letter is at the bottom of a column 
and the first entry under that letter is at the top of the next column).
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Another organization uses two checklists: one for production editing and the other for
quality assurance. The production editing checklist includes checks for the following:

✔ Tags are consistent with the standard set.

✔ Content has been spell checked.

✔ Variables are correctly set up as required by the tools.

✔ Conditional text options are correctly set up as required by the tools.

✔ Version numbers are correct.

✔ Book files or DITA maps are correctly set up.

✔ Index items and keywords are properly marked.

The quality assurance checklist includes checks for different items:

✔ Titles and version numbers are correct.

✔ Tables of contents are properly linked to the text.

✔ Graphics are legible.

✔ Cross-reference links work.

✔ Search works.

✔ Fonts are legible and appropriate for the output format.

✔ Software code has appropriate line endings and indents for readability.

The checklists can be handled in one of two ways. Some editors use the checklist for a
single pass over each page of a deliverable, with special checks for unique pages, such as
the front- and backmatter. Other editors conduct a series of passes, selecting five to ten
items from the checklist for each pass. When the production editors have finished check-
ing an item on the checklist throughout the entire deliverable, they mark the checklist
item as complete. During an edit pass, editors often find a new problem. The best course
of action is to add the new item to the checklist, rather than going back to the beginning of
the deliverable. Otherwise, you’ll never finish.

Production editors should spend no more than 30 to 45 seconds on a page. It’s impor-
tant not to begin reading the text, duplicating the copyedit. It’s also important to spot-
check the table of contents and the index. It’s amazing how often you will find errors in
these. In one example, the writer had attached the wrong index to a document. Look for
bad page breaks, but consider making changes only if they are really bad and the change
does not require the entire text to be repaginated.

Many production editors work from print copies of the deliverable if possible, although
some are comfortable working electronically. Many editors will tell you that they still find
more errors in print than on the screen. You might try both methods, evaluating their
comparative effectiveness.
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Best Practice—Handing off final deliverables
Because you are likely to collaborate in managing final deliverables with other
parts of your organization, you need to be prepared to hand off the deliverables to
these groups at an appropriate time and in an appropriate manner. You do not

want your handoff to cause problems downstream in the production process.

Planning for handoffs
From the earliest phases of your project, you should be planning for the final phases. You
find it essential to communicate among all the parties associated with the project, includ-
ing those responsible for final production. Hold production planning meetings between
the information developers and the people receiving the content to ensure that everything
will go smoothly. 

Anticipating potential problems
Every production process will encounter problems. Nothing as complex as getting an
entire release synchronized properly works without some flaws in the process or unfore-
seen errors. The more different problems you or your team members have encountered in
the past, the more you will be aware of the areas in which things are likely to go wrong.

In one organization, the web designers had changed the interface for the technical man-
uals without informing the publications organization. As a result, all the frontmatter for
various documents had to be updated. It is important to establish and keep open the lines
of communication with other organizations. It may end up being your responsibility to
coordinate with groups that fail to keep you informed. Call other groups or their man-
agers to find out what may be changing.

If your information must be attached to a software or hardware system in the form of
embedded help, you will need to coordinate with the group responsible for the final config-
uration of information and product. Be certain that the correct versions of the information
files have been attached in the final product deliverables. Use your content-management
system to ensure that version control is in place and that the people responsible for embed-
ding files know where to find the correct versions. If necessary, include these handoffs in an
automated workflow process to avoid errors.

If the operations or configuration groups or those responsible for building the informa-
tion websites do not have access to your file or content-management system, work with
them to know how they want you to deliver your files. Establish the details of the sched-
ules for delivery so that the correct information files are in place when they are needed.

Handling final production and delivery inhouse
Your organization may find that it is cost-effective and efficient to handle all the final pro-
duction of printed material inhouse. If you are considering this move, calculate the cost of
setting up a print production facility with staff and equipment and compare that cost with
proposals from outside vendors. In some cases, your internal costs may be less. 

You may also find it feasible, especially if you have a small number of well-defined 
customers, to handle order-taking and shipping in your own group. Once again, compare
your costs with proposals from vendors to ensure that you are taking the most cost-
effective direction.
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If your print production is especially complex, you may find it simpler to handle it
rather than outsourcing it to a supplier.

Verifying the deliverables
Your production team may be responsible for print or PDF content, but you may need to
rely on another organization to test HTML output. If you work with a group responsible
for producing the web content, plan in advance how the new information will be orga-
nized on the website. Become involved in testing the navigation schemes so that you
know how customers are supposed to find your content. You will often find that web
developers have made assumptions about the nature of your content that are incorrect,
leading to usability problems for the customers.

In one case, the information-development manager discovered that all but the latest
versions of documentation have disappeared from the support website. Another manager
discovered that the release notes were listed together on one web page, rather than associ-
ated with the products they discussed.

With websites, you may work with a separate production organization that has its own
process to follow. Understand their requirements in advance. Schedule a meeting with the
production manager to understand their process and deadlines.

You may be responsible for coordinating with outside vendors or distribution channels.
Once again, meet well in advance of the production schedule so that you understand thor-
oughly what is expected of your team.

Best Practice—Working with vendors
In many organizations, your team will be responsible for coordinating with outside
vendors during the production process. In other organizations, a separate produc-
tion group may handle this responsibility. If you are responsible for working with

vendors, select them carefully and establish a communication plan that ensures quality.

Selecting outside vendors
Selecting appropriate outside vendors is a detailed process beyond the scope of this dis-
cussion. The choices will depend upon the reach of your delivery of information to cus-
tomers, especially for print and CD reproduction and shipping. If your customers are
global, for example, you may need vendors operating in many international locations.
You may want one international vendor to handle all global production and delivery, or
you may want to work with local vendors in a number of different areas to respond best
to local requirements.

In any case, if you are starting with outside vendors, use the recommendations of col-
leagues in other companies in your area or those with similar customer needs. Work
through your personal networks to develop a short list of appropriate vendors.

Be aware that not all vendors are equal. I recall receiving a very high quote for a full-
color print project from a vendor with whom I had worked with for many years. When I
inquired about the quote, I learned that they were planning to subcontract the color print-
ing to a provider who specialized in color reproduction, adding their own fees to the out-
sourcing. My vendor was a black-and-white specialist and did not have the equipment to
handle the new project. I learned that I could get a better price by going directly to a
printer who could handle my color-printing needs.
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Begin by developing your requirements carefully, consulting with your sales and mar-
keting colleagues and your support organization so that everyone’s needs are included.
Once you have reviewed the requirements with all the appropriate stakeholders, develop
a Request for Information. In such a request, you have an opportunity to learn how ven-
dors will handle your account and work with you to develop a creative solution before
you ask them for cost quotations. Requests for Information are less formal than Requests
for Proposal, allowing you to evaluate responses and find vendors who seem most com-
patible with your needs. You may even discover that vendors will suggest solutions that
you never knew existed.

After you have narrowed the selection, you can then issue a more formal Request for
Proposal so that you can associate costs with services. Be careful not to consider only the
low bid. Generally, you get what you pay for. A low bid may also mean low-quality cus-
tomer service. 

Many publication organizations select vendors offshore because costs may be substan-
tially lower. If you are considering an offshore vendor, discuss thoroughly their require-
ments for handing off files. Learn how they ensure the quality of the deliverables, asking
especially about your role in ensuring that all the deliverables are accurately assembled
before they are shipped to customers.

Maintaining good working relationships
As in every relationship, you will find it to your advantage to maintain open lines of com-
munication with your vendors. Consider them to be partners rather than adversaries.
Learn how best to communicate with them, particularly the names and contact numbers
of the people who are responsible for various aspects of your project.

Ask how best to deliver the correct files to them and when they will be needed. Learn
how much flexibility is in their schedules. Sometimes you can delay a handoff by a few
days without affecting the final due dates if you alert the vendor in advance that a prob-
lem might be brewing. 

If your vendor is handling distribution, work through the process of order taking 
thoroughly. Conduct spot checks from time to time to ensure that the correct versions of
documents are being shipped, especially if they are shipped with products. Vendors ordi-
narily work with part numbers. As long as your part numbers for documents are correct,
the fulfillment activities should also be correct. However, be careful about the shipment of
documents toward the end of a product release. If a customer happens to place an order
between releases, they may receive an outdated set of documents. 

One organization put a notice out on their public website alerting customers that the
documents were going to be updated on a particulate date.

Be certain that internal stakeholders also know about your vendors and how the
process works. Customer support, in particular, will need to know how documents are
ordered and what versions are the most up to date for a particular product release.

Finally, assume responsibility for ensuring that your vendors are paid in a timely man-
ner. Project managers discover too late that a trusted vendor will no longer work with
them because the larger department has failed to pay its bills. You must follow through
by signing-off on invoices quickly and reviewing problems with the invoices as soon as
you discover them. Follow through with your accounts payable department to make sure
they have received all the documentation they need for payment to be scheduled. Let
your vendors know that they can contact you if they have a payment problem, and then
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take responsibility. If your company has a reputation for late payment, discuss this with
the vendors so that they are warned. But, also work with accounts payable to escalate
your trusted vendors to the top of the list. I know of at least one publications manager
who lost all of her trusted vendors because they were paid six months to a year late.

Evaluating the delivery process
After your customers have received their new documents, CDs, help systems, or website
deliverables, consider surveying them to ensure that your production and delivery
processes are working effectively. Several days after a customer has ordered and presum-
ably received their information products, have an email sent that asks about the success of
the ordering and delivery process:

✔ Was the ordering experience quick and easy?

✔ Did they receive the information products in a timely manner?

✔ Did they receive what they ordered?

✔ Did they discover that something they needed was not included in the ordered set?

Review the survey results with your vendors at the end of each release. Chapter 24:
Evaluating the Project, presents an evaluation process called “lessons learned.” Use this
same process to discuss improvements with your vendor. Include all the stakeholders
who are involved in the delivery process in the lessons learned. 

Adding to your project management file
At the end of the Production Phase, you have considerable information to maintain in
your project management file. Since the next project is likely to pick up where your project
has ended, you want to have all materials in the best state possible. If you have a content-
management system, you will probably archive the final versions of the source files and
the deliverables so that you can recreate the deliverables at any time. The final versions of
the source files, including the last minute fixes you made to the deliverables during pro-
duction, should be in perfect condition for the next project iteration. 

With a content-management system, you can archive the release version of files and
deliverables at the same time that you move the last version into the proper folders for the
new project. The last versions of the files become the first versions of the new project.
Remember that the graphics files are just as important to be archived and brought for-
ward as the text files.

Check your project management files. Make sure you have all copies of project docu-
ments in the proper folders:

✔ Planning documents and their updates

✔ Project spreadsheets with estimates and actuals

✔ Copies of proposals, contracts, and invoices for outsourced work

✔ All project correspondence

✔ All project meeting minutes and phone call logs
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✔ Physical artifacts such as print, CD-ROM, or DVD masters and any materials from
outside your organization, such as photographs and drawings that you received
in hardcopy

✔ Any paper review copies dated and organized by deliverable

Make a list of everything you have archived or placed in the project management files for
the project and include the list as a table of contents of sorts for the records. Remember that
someone else may need information about your project when you are no longer available.

Summary
The successful completion of the Production Phase of your project is essential to the suc-
cessful completion of your entire project. If production fails to deliver quality information
to customers, all the rest of your work has been to no avail. You do not want a failed pro-
duction process to be all that remains of a million dollar project.

✔ Plan your production process at the beginning of your project, including lists of
final deliverables and production schedules (to the extent you know them) in your
original project plan.

✔ Update your production plan as necessary throughout your project.

✔ Be certain to test your production process long before the final deliverables have
to be run, especially if you are changing the process or introducing new tools and
technology. 

✔ Don’t assume that something new will work at the last minute. Ensure that you
have a process in place to assemble the correct parts within the needed schedule. 

✔ Don’t assume that a new production process that you’ve tested on a small project
will necessarily run smoothly on a large project. Allow time for things to go wrong
and be fixed.

✔ As soon as you have assembled content, introduce a thorough production edit, fol-
lowing the rules and practices established in a production checklist. Train and
involve enough team members in the production edit to ensure that you meet
your deadlines and produce quality output.

✔ Know to whom you need to hand off your final content assemblies and coordinate
with them to understand their requirements.

✔ Select well-qualified outside vendors with whom to work and establish communi-
cation lines with them to ensure quality in the final deliverables.

✔ Evaluate the final result of your production process by asking customers if they
view the process as successful.

Following these best practices will help to ensure the success of your project.
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Evaluating the
Project

The intelligent man is one who has successfully fulfilled many
accomplishments, and is yet willing to learn more. 

—Ed Parker

The project is finished, and the final deliverables have arrived in
the hands and on the computers of the customers. You’re ready
for a month in Tahiti. But wait, you’re not quite through. As proj-
ect manager, you need to tie up loose ends, some of which you
did at the end of the Production Phase. Now you’re at Phase 5:
Evaluation (see Figure 24-1). You still have things to do that are
as important to the success of future projects as all your previ-
ous activities were essential to the smooth running of your com-
pleted project.

Although the first four phases account for 100% of the total
project time, Phase 5 remains, although I have not formally allo-
cated time to this phase. If you have kept good records and
issued progress reports throughout the project, your final
reporting about the project should take minimal time. However,
you may want to allocate five percent of total project time to the
evaluation activities if you can formally include them in the proj-
ect budget.

The major activity of the Evaluation Phase is a meeting with
your team and other stakeholders to discuss lessons learned
from the project and planning improvements in the process and
the deliverables. In addition, you may want to write personal
evaluations for your team members and begin the process of
collecting feedback from customers that will provide a basis
upon which to plan the next project. 
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Figure 24-1: Phase 5 is the culmination of your project

Best Practices in Project Evaluation
Four best practices are associated with Phase 5: Evaluation. You need to gather all the data
you have been keeping throughout the information-development project and summarize
it in a final report. Then, you need to schedule a project review meeting with your team
and other relevant stakeholders in the project. You will write reviews for your team mem-
bers before you forget their contributions to the project. Finally, you need to begin the
process of obtaining customer feedback.

✔ Reviewing project data

✔ Conducting a “lessons learned” review with team members and stakeholders

✔ Evaluating the team

✔ Collecting customer feedback

By devoting even a small amount of time to the final Evaluation Phase of the project,
you will achieve closure and collect ideas for improving your next projects.

Best Practice—Reviewing project data
Throughout the information-development life cycle, you have been collecting data
about the project. You began with estimates and added actuals, and you produced
periodic progress reports, especially for long projects. Collect this data so that you

have a complete record of your projects as you begin your review. During your review,
consider the following questions:

✔ How well were you able to accomplish the goals laid out in your project plan?
Were you able to provide all the information required by customers? Did you
complete all the activities in your schedule, especially your quality assurance
activities? Were there any areas where you ended up cutting corners?

✔ How much did the scope of the project change from your initial estimate? Did you
add deliverables or increase the topic list?

✔ Did the project dependencies at the end of the project correspond to your assess-
ment of dependencies at the beginning of the project? What changed and why?

✔ Did you keep to the original schedule? Was the final schedule shorter or longer
than expected? How did schedule changes affect your milestone schedule?

Phase 1: Planning
10%

Phase 2: Design
20%

Phase 3: Development
50%

Phase 4: Production
20%

Phase 5:
Evaluation
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✔ How well were you able to estimate hours per topics or hours per page?

✔ Did your project require more or less time for project management or quality
assurance than you have originally estimated?

✔ Were you able to estimate the number of graphics accurately?

✔ Were you able to estimate time for production and localization and translation
accurately?

✔ Did your team remain constant during the project? Did you lose members from or
add members to the team?

As you think through these and other issues, document the changes from your original
plan and explain why they occurred in your draft final report. You don’t need pages of
explanation, but having notes about the changes in the project will help you evaluate your
estimating metrics more effectively. It will be important to think about what happened on
the project that caused your original estimates to change. The better you understand the
variations, the more likely you are to take them into account in future projects.

Chapter 24: Evaluating the Project 579

Unforeseen Issues Can Affect the Schedule
Most projects differ from the original estimates because the product scope or design changes. More work must
be done than originally estimated or work that was completed has to be done again. But sometimes the time
and cost of the project increase because of stakeholder interference. In one project, the engineer insisted that
we include hundreds of pages on the theory of light to an installation and configuration manual. We had to edit,
manage, and publish material that doubled the size of the manual. Not only was the information useless to the
customer, it was technically wrong.

Comparing estimates to actuals
As you compare your original estimates to your actual project data, build a table to illus-
trate the results. Table 24-1 shows typical changes to a project.

Table 24-1: Project Statistics Compared

Project Activity Estimated Actual Percent Change

Total hours 2,000 2,456 +23%

Project management 200 232 +16%

Writing 1,500 1,720 +15%

Editing 180 240 +33%

Continued
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Table 24-1: Project Statistics Compared (Continued)

Project Activity Estimated Actual Percent Change

Graphics 69 199 +188%

Production 51 65 +27%

Topic count 308 352 +14%

Hours per topic 6.5 7.0 +8%

Note that everything in this project has increased, including the number of topics pro-
duced. However, the hours to produce the topics have increased significantly more than
the increase in topics might have justified. Obviously, something else has affected the 
efficiency of this project than a straightforward change of scope. You’ll need to include
information about the changes and why they occurred to explain why your original 
estimate was 23% lower than the actual project numbers show.

The most interesting change in this project is the graphics time. That might indicate a
change from a design that was primarily text to one that was primarily graphics. A change
in design of this sort could account for most of the increase in hours per topic. The editing
time was a third higher than estimated. That might indicate that the information develop-
ers were not as experienced as you had originally thought or that the design style was
changing sufficiently to require a new kind of writing. 

You may also want to look at the changes that have occurred in the project life-cycle
phases. If you are using standard percentages to estimate your schedule, examining the
actual percentages may give you insight into how projects are likely to proceed in your
organization. Your real phase data will be more useful for scheduling future projects than
industry averages.

Table 24-2 shows the phase estimates for the same project described in Table 24-1.

Table 24-2: Project Phase Estimates and Actuals

Project Milestone Estimate Percent of Total Actual Percent of Total

Total hours 2,000 2,456

Planning 200 10 200 8

Design 400 20 491 20

First draft 600 30 842 34

Second draft 300 25 547 22

Production 300 15 376 15
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Clearly, the primary change in this project occurred during the Design and Development
Phases, especially the completion of the first draft of the topics. It looks like there were
design changes that increased the amount of time required to produce the first draft of 
the topics. The percentage of the total for the second draft is actually lower than originally
estimated.

These results may indicate that the project went through a design change. Such a
change might not be typical of future projects, making it difficult for you to assume that
these percentages will hold for new projects without the same design changes. You’ll have
to look at more projects to decide if your schedule estimating requires some modification.

Evaluating project dependencies
Although scope and design changes will account for many of the cost overruns, changes
in the way the project proceeds are equally important to review. In your original project
plan, you evaluated 10 project dependencies and used the result of your analysis to influ-
ence your basic estimating metric, hours per topic or hours per page. During your analy-
sis of the actual project, reexamine the dependencies to discover if changes in the nature
of the project had an effect.

Table 24-3 shows the results of your analysis.

Table 24-3: Reevaluation of Project Dependencies

Dependency initial final

Product stability 4 5

Information availability 3 3

Prototype availability 2 2

Review process 4 2

SME availability 3 2

Technical experience 2 3

Writing experience 2 2

Audience experience 3 3

Team experience 2 2

Tools experience 3 4

Several interesting observations can be made about this project analysis. Five depen-
dencies did not change from your initial evaluation (information and prototype availabil-
ity and the writing, audience, and team experience of your team). Three dependencies
increased (product stability and the technical and tools experience of your team), meaning
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that these factors were more problematic than you had originally imagined. The product
was less stable, and your team members were not as experienced with the product tech-
nology or the new tools as you had hoped. Fortunately, these increases were countered by
the decrease of two dependencies (review and subject-matter expert availability).
Apparently, the developers or other experts your team was working with were much
more available and cooperative than you had expected. 

If you began with an average of 5 hours per topic, your original dependencies calcula-
tion would have given you 4.7 hours per topic for this project. With the new dependencies
in place, the project becomes slightly more difficult at 4.87 hours per topic.

The last question to ask yourself about your dependencies calculation is whether or not
the original 5 hours per topic is a good starting point. Many project managers begin with
this industry average, only to discover that their typical projects are much shorter or
longer than they estimated. The solution is to recalculate the average hours per topic.

The best way to discover your average hours per unit metric for projects in your orga-
nization is to accumulate the results of many projects and calculate the actual average. If
you have only one project or a few projects, you may have a difficult time calculating an
average, especially if these projects are untypical. Under these circumstances, you can use
the dependencies calculator backward to arrive at a possible new average hours per topic.

What if you had estimated your project to be 5.2 hours per topic? At the end of the proj-
ect, you find that the actual hours per topic was 7.5. Was this project that much more diffi-
cult than expected, or did you begin with an average that was too low?

Go back to the dependencies calculator and set all the rankings to 3. That’s the neutral,
average position. Valued at one in the calculations, this ranking does not change the start-
ing hours per topic. If you begin with 5 hours per topic, you’ll end up with 5 hours per
topic if all your dependencies are ranked at 3.

Next, put in the final dependencies for the project that was 7.5 hours per topic. Then,
adjust the original hours per topic at the top right of the calculator until the calculated
hours per topic at the bottom right equals 7.5. If I use the values in my previous example
(5, 3, 2, 2, 2, 3, 2, 3, 2, 4), the average hours per topic for a typical project in your organiza-
tion becomes 7.3. That means that for your next project, you should begin with 7.3 and
have an estimate that is much more accurate. 

Remember that if you have identified factors that contribute to the ease or difficulty of
projects in your organization, you can easily add them to the dependencies calculator.

Preparing a project final report
To prepare your project final report, use the results of your data collection and analysis to
draw conclusions about the successes and challenges of the project. Information you
might include in the final report are included in the following template: 
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Final Report Template
[Enclosed in brackets you will find instructions for completing the plan. Replace or delete
all of the instructions and add your own content to the template.]

[Project Name] Final Report
Project Manager:
Start and end dates:
Team members:

Project Summary
[Summarize what the project covered and what deliverables were produced. If the actuals
are significantly different from the estimates (5% or more), use this summary statement to
explain why the project changed from your original expectations. Refer to the following
tables or others you devise to illustrate where and why the changes occurred.]

Estimates and Actuals Table

Project Activity Estimated Actual Percent Change

Total hours 2,000 2,456 +23%

Project management 200 232 +16%

Writing 1,500 1,720 +15%

Editing 180 240 +33%

Graphics 69 199 +188%

Production 51 65 +27%

Topic count 308 352 +14%

Hours per topic 6.5 7.0 +8%

[Note: You may want to include in a note to this table the reasons for the changes from the
estimates to the actuals in each area of the project.]
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Estimates and Actuals by Milestone

Project Milestone Estimate Percent of Total Actual Percent of Total

Total hours 2,000 2,456

Planning 200 10 200 8

Design 400 20 491 20

First draft 600 30 842 34

Second draft 300 25 547 22

Production 300 15 376 15

[Note: You may want to include in a note to this table the reasons for the changes to the
schedule and milestone calculations for the project.]

Project Dependencies Comparison

Dependency Initial Final

Product stability 4 5

Information availability 3 3

Prototype availability 2 2

Review process 4 2

SME availability 3 2

Technical experience 2 3

Writing experience 2 2

Audience experience 3 3

Team experience 2 2

Tools experience 3 4

[Note: You may want to include in a note to this table the reasons for the changes to the
initial dependencies.]

What we learned from this project
[Summarize the lessons learned from this project. You may want to wait to complete this
section until after you have conducted a “lessons learned” session with your team mem-
bers and stakeholders.]
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Add to your Project Management folder
Be certain that you include this final report in your Project Management folder. If your
organization hopes to compare projects and learn how to improve project management
and performance as a whole, you may want to include all the final reports and relevant
spreadsheets for each project in a central project management folder.

Best Practice—Conducting a “lessons learned” review
As soon as you have completed your final report, schedule one or more review
meetings. The first meeting should be with your own team members and any
stakeholders from outside the team that you would be comfortable including

when your team discusses the challenges of the project. If you have stakeholders that you
would not be comfortable including, schedule a second meeting with them or meet with
them individually. In either case, summarize the results at the end of your final report.

Setting the agenda
Set an agenda for the review meetings, especially those involving outside stakeholders.
You want to be sure that everyone attending knows the purpose of the meeting and
knows what it will not include. Try to avoid having some participants use the meeting to
blame others about the project. The goal is to find ways to improve, not to assign blame.

In planning your meeting, you may find these logistics steps helpful. This way of han-
dling the meeting was suggested by Diane Davis. 

Logistics for your review meeting

1 Reserve a large conference room.

2 Request that several (at least two) flip charts are in the room.

3 Order food.

4 Take markers, masking tape, and a laptop computer to the conference room.

5 Request administrative assistance to type responses into a computer file.

6 Provide opening guidance:

a The purpose is to improve the quality of documentation for customers by
improving Technical Publications processes and efficiency.

b There are two overriding issues: education and process. Process, not people, is
the problem.

c Make statements that refer to a job description, not to a specific person. 

For example, the technical publications manager did not understand the
core team concept to help make positive changes.

7 Explain the questions that the meeting will address:

What did we do right?
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What could we do better?

Where did the process not work? 

How can we build on the actions that led to success?

How can we change the actions that caused problems or failures?

What would we do if we had no barriers?

8 Explain the brainstorming method:

Everyone participates

No criticism

No comments

No discussion

Ok to clarify

Members can pass at any time.

Each person speaks in turn.

Each person should use paper and pen to record ideas in between turns.

No one censors or interrupts anyone else.

All ideas are acceptable.

Ideas can be developed by hitchhiking off of someone else’s ideas.

9 Ask for any questions.

10 Remind everyone that this is not a venting session.

11 After brainstorming, allow participants to select the issues that are most important
to them by assigning lucky bucks to specific topics.

12 Provide each person with the results.

Solving Problems with Lucky Bucks
Diane Davis uses lucky bucks to help her team identify the problems they want to fix most urgently. After the
brainstorming, each person assigns lucky bucks to the problems that they are most interested in fixing. Each
person has 100 lucky bucks to distribute among the problem topics in increments of 5. One person can assign all
100 bucks to one problem or spread the bucks out among no more than five topics.

After everyone assigned the lucky bucks, they total them. The five top problems become the objectives for
improving the process for the next project. They track the solutions and rate the team on how well they have
met their goals. 

The lucky bucks process helps ensure that problems are solved with everyone assuming responsibility for the
process improvements.
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Inviting stakeholders to a review
If your team wants to focus on internal improvements, you may not want to invite outside
stakeholders to the same review meeting. However, you do need to learn from the stake-
holders, including representatives from the development team, product marketing, train-
ing, support, and others that have contributed to the success of the project.

You may find it most helpful to meet with these stakeholders in a separate meeting,
although you may want to include your team members. You may want to meet with some
stakeholders independently so that you can learn about their concerns without creating an
uncomfortable atmosphere. However, I find that meetings with stakeholders and team
members can be extremely helpful, although sometimes sensitive. Set the ground rules for
behavior, asking people to avoid personal attacks. Once again, focus on how to improve
for the future rather than rehashing the problems of the past.

Taking action
The review meetings should not turn into gripe sessions or personal attacks on individu-
als. Unless you can find ways to improve your processes as a result of the review, you
should not hold the meeting at all. After you and your team members and stakeholders
have identified challenges and discussed possible solutions, ask people to take responsi-
bility for action items. 

Here is an example of a feedback memo as the result of a “lessons learned” meeting.
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Sample Feedback Memo
Dear Participant:

Thank you for participating in the Lessons Learned meeting. Your input is valuable and useful. Now, to make
your input effective, we must act on it. 

The first five pages that follow contain your input grouped in the categories we used at the meeting. Where
appropriate, I combined similar input into one objective. I then listed each objective in descending order of the
number of “lucky bucks” you assigned them. The last page contains the seven objectives that received the most
lucky bucks.

I will own the bulk of the second objective (resource issues), the first part of the fifth objective (including a
freeze date on the program manager’s release schedule), and the seventh objective (planning better).

However, we need volunteers to own the other objectives. For example, for the first objective, I think we need a
group of three to define the writers’ roles and responsibilities, another group of three to define the editors’ roles
and responsibilities, and a third group of three to define production’s roles and responsibilities. The other
objectives also need volunteers.

If you are interested in working on one of the objectives to improve our process for the next release, please
contact me or your manager.
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Note that the project manager takes responsibility for some of the changes and asks
team members or stakeholders to take responsibility for others. 

Once you have completed the “lessons learned” meetings and assigned action items to
implement the recommendations, include the conclusions, recommendations and action
items in your final project report. Send the report to the appropriate stakeholders. If possi-
ble, schedule individual meetings with certain stakeholders to discuss the report if you
need their assistance or support to implement any of the recommendations.

The final project report and the “lessons learned” meetings are designed to evaluate the
processes used to conduct the project so that they can be improved for future projects.
Better estimating, better scheduling, better analyses of project dependencies all help on
the road to a more mature information-development process.

Best Practice—Evaluating the team
I recommend that the project manager provide brief personal reviews for the
team members as soon as the project is complete and add these to each person’s
personnel file for reference when yearly performance appraisals occur. Exemplary

work on projects or project-related performance problems that need to be addressed can
be forgotten by the time yearly performance appraisals come around.

The formal project review activities mentioned earlier in this discussion are designed 
to avoid pointing to challenges experienced by particular individuals. They also do not
encourage special praise for individuals who contributed more than their share to the proj-
ect’s success. In most organizations, such contributions are relegated to yearly personnel
reviews and may be easily forgotten if they’re not addressed immediately following the
project. 

You might also want to consider conducting a 360° review for the project, which means
that team members review each other’s contributions as well as the contributions of the
project manager.

Evaluating team effectiveness and efficiency
Evaluating the team’s work together is different from evaluating individual performance
but just as valuable to future project success. You may want the team to evaluate its own
performance in addition or in place of your review. Consider the following questions:

✔ Did the team work together effectively as a whole? If disagreements occurred,
were they settled quickly and amicably?

✔ Did team members respect each other’s contributions? Did people treat each other
professionally?

✔ How well did the team members work with other teams, especially the product
developers or other subject-matter experts? How could the relationships be
improved?

✔ Did each team member contribute to the project’s success? If some members
decided to act independently, were they brought back into the team?
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✔ Did team members support each other’s work? As deadlines approached, did
everyone contribute by putting in extra time, or were some people willing to leave
the extra work to others?

✔ Did the team work together effectively through all phases of the project?

These or other questions will help you and the team members identify areas in which
collaboration can be improved. Collaboration is increasingly important in maintaining the
efficiency of projects and the quality of deliverables.

If you or others believe the team was dysfunctional, you may have to challenge the
team during your review meeting to find ways to work together more effectively. People
accustomed to working independently may find the transition to teamwork difficult. You
may simply need to give them more time to adjust. 

Writing project performance reports
By completing your evaluation of each team member, you ensure that their contributions
to the project are not lost in the annual performance appraisals. First, be certain to recog-
nize outstanding contributions to the project’s success. You may have team members who
added innovative design ideas, worked hard to understand customer needs, or were espe-
cially adept at handling difficult subject-matter experts. Record these achievements so
they get the credit they deserve.

If you are concerned about an individual team member’s performance, share that infor-
mation as well in the report. However, you must review the reports with them and give
them the opportunity to disagree or provide explanations. If you think a problem is seri-
ous enough, discuss it with the department head before writing the review. You may need
help in working out a solution to a performance problem.

Best Practice—Collecting customer feedback
Improving process and the performance of a project team is vital to the internal
success of projects. You want a project that proceeds smoothly, keeping on sched-
ule and budget, and delivering effective information projects. A good process

should help to ensure that you are effective as well as efficient. But, until you actually
measure the success of the project in delivering value to customers, you may be spending
a lot of time and effort doing the wrong things.

Customer feedback allows you to judge whether your process is getting the results you
want. If your information is not accessible and usable for your customers, all your atten-
tion to the details of a project is for naught. 

Surveying customers
Customer surveys are a quick but not always satisfying method for garnering feedback
about information products. Most customer surveys address many issues, with informa-
tion products represented by one or two questions. Unless you conduct specific surveys of
customers about information, you are unlikely to get much information.

The single question on a general customer satisfaction survey can, at most, provide a
useful baseline. If you are improving the quality of the information delivered to cus-
tomers, you hope to see the positive responses to this question increase. However, a single
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question on a survey is inevitably biased by responses to other questions. In general, I
find that when customers dislike a product experience they also dislike the information
provided. It seems that you cannot create good information for a poor product. 

In many cases, you may have difficulty finding out about the individuals who
responded to the general survey unless the responses are monitored by whatever organi-
zation is responsible for the survey. Even if the respondents are known, you may have dif-
ficulty knowing the context in which they responded to the question about information. I
have found that people respond positively or negatively based on no experience whatso-
ever with the information. They are simply answering questions. All you may obtain is a
general impression about their general impression.

Specific surveys focused on information products can yield better results, especially if
you can monitor who responds to them. Depending upon how well the survey is
designed, you may get some useful information, although, once again, it is likely to repre-
sent a baseline for future comparison rather than a treasure trove of information.

With survey data as a starting point, however, you can follow up with the respondents
to get more complete information. Surveys should ask respondents if they are willing to
be emailed or called for additional information. If they are willing to help, you can gather
more than a baseline impression and begin to identify areas that need improvement. 

Be careful, as with any feedback, with the effect of self-selection. Those customers who
respond to surveys and agree to follow-up may be different in some unknown way than
customers who never respond. 

Tracking support calls
Working with your customer support organization to gather information about customer
problems with information products is an invaluable form of feedback. Many telephone
support organizations keep logs of calls and can be asked to check off a box that associates
a call with an information problem or shortcoming. Unfortunately, the check-off method,
while useful, has shortcomings. Information problems that you might notice may never be
checked off because the caller or the support person doesn’t recognize it as a problem that
could be solved through better information.

You may find it more valuable to establish a good working relationship with the call
center personnel. Talking to them about typical customer questions can reveal areas in
which information might be strengthened. Reviewing call logs as a whole can point to
patterns of calls that indicate information problems or areas that require additional expla-
nation or clarification.

Paying Attention to Customer Calls Can Save Money
On one project, our discussion with an interested support engineer revealed a pattern of calls associated with
the installation of the operating system. We worked together to analyze the call data and design a new way of
writing the installation instructions. As a result, the number of calls regarding installation decreased by more
than 50%, an enormous cost savings for the company.

30_777110 ch24.qxp  11/15/06  4:24 PM  Page 590



Receiving customer feedback reports
Other forms of feedback from customers will help you assess the success of your
information-development project. Telephone surveys of people responding to surveys
or calling customer support can lead to an in-depth understanding of information short-
comings. Feedback from websites has become increasingly valuable to many organiza-
tions, especially if the feedback is focused on particular topics of information rather than
on information in general. 

Chapter 24: Evaluating the Project 591

The Faster the Feedback Gets Implemented, the Better
Microsoft’s Office Applications group encourages customers to comment on individual help topics. The
comments and the accompanying ratings of the topics are delivered daily to the information developer
responsible for each topic. The information developer monitors the responses, focusing on topics that seem to
be creating the most problems for customers. When it is clear how to revise or completely rewrite a
troublesome topic, the information developer creates a new topic. As soon as the topic is approved, it is
immediately updated on the website. As soon as the customer asks for help again on that topic, he or she will
find the new content.

Some of the most significant feedback comes from direct contact with customers in
their native environments. Site visits, discussed in the section on usability testing, are an
excellent way of getting feedback on innovations in information design and delivery.

Consulting other stakeholders
Many people in your organization are likely to refer to the information products in

their own work or are in direct contact with customers. Sales, field support, training, and
others may get comments from customers about your deliverables. Asking these stake-
holders about the reception of your information adds to your assessment.

In many cases, stakeholders will not volunteer information themselves. I learned of a
trainer who spent hours having workshop participants make corrections in their copies of
the technical manuals without ever informing the publications’ organization about the
problems.

To obtain the feedback you need, you have to ask for it directly. You may have to inter-
view individual stakeholders to get more than cursory comments about information qual-
ity. You also have to work hard to ensure that the comments you receive are judicious. Too
often, stakeholders comment about information that was in place years before rather than
what has been offered to customers most recently.
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Summary
Each of the evaluation methods presented here provides you with ways to improve your
process for conducting information-development projects and improve the value of the
information you deliver to customers. None of the methods alone is sufficient, however.
You need a combination of techniques to identify challenges and find ways to overcome
them.

✔ Begin by reviewing all of your project data and analyzing the relationship
between your initial estimate and the actual results.

✔ Create your final project report following the basic template and including your
data, your analysis of the data, and your overall conclusions about the project.

✔ Schedule review “lessons learned” meetings with your team members and with
other stakeholders to identify opportunities for improvement in processes.

✔ Based on the review meetings, create a set of action items to improve processes for
the next project. 

✔ Add the recommendations and actions to your final project report.

✔ Identify opportunities to learn if your information products have been successful
with the customers. Include surveys, telephone interviews, site visits, and meet-
ings with people in your organization who are close to the customer. 

Once you have completed your final report, include it with the other materials in your
Project Management folder.
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A
acquisitions and mergers, 53, 240
agile project environment, 342–344, 481
annotated task list, 402–404
annotated topic list, 409–411, 434
assertiveness issues for team members, 255–256
assessments 

benchmarking opportunities, 190
budget characteristic, 107–108
conducted by CIDM, 34

audience. See customers
automated deliverables process, 561
automated publishing for localization, 542
automated workflow systems, 458, 541–542

B
Balanced Scorecard

adding value to customer deliverables, 100
best practice, 95–104
CIDM example, 103
connecting layers of goals and tracking results, 93
customer satisfaction, 12
described, 96
effective operations, 12
efficient and knowledgeable employees, 13
Employee Growth and Development as foundation, 27
example for CIDM, 102–104
financial perspective, 96, 97, 98–100
financial success and profitability, 12
if-then sequence for information development, 95
illustrated, 97
information-development activities related to

company success, 95
“intangible and intellectual assets”, 95
internal business process perspective, 96, 97, 101
layers of goals, 93
learning and growth perspective, 96, 97, 101–102
outcome measures, 102

performance measures, 97
performance measures for meeting customer needs,

100–101
portfolio management, 95–104
reasons for using, 97–98
relating work done to financial goals, 108
representative example, 93–94
Strategy-Focused Organizations’, 85

benchmark studies, 308–310
budget practices, 111
increasing efficiency and effectiveness, 189–191
project costs, 112
quantifiable data, 191
understanding competitors, 76

best practices
Balanced Scorecard, 95–104
budget management, 112–119
change management, analyzing ongoing project risk,

483–488
change management, communicating, 488–490
change management, initiating change, 481–483
change management, of the team, 466–470
change management, responding to change,

472–481
change management, tracking, 470–472
collaboration, 78–79
collaboration management, business case, 496–498
collaboration management, questions to ask,

494–496
collaboration management, recognizing possible

failure, 508–509
collaborative environment, creating, 498–508
communication plan, developing, 348
cost control, 73–74
customer feedback collection, 589–591
customer information requirements analysis, 140
customer partnerships, establishing, 140–149
defining new roles and responsibilities, 229–232
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best practices continued

delivering difficult messages, 266–269
developing collaborative teams, 225–229
developing content plans for deliverables, 399–411
developing indexes and assigning metadata, 415–417
effectiveness measurement techniques, 197–199
efficiency and effectiveness, measuring, 191–194
efficient and effective performance, defining goals,

185–187
estimating and scheduling, 62–64
final deliverables, handing off, 571–572
final deliverables, preprocessing, 561–563
funding information development for majority

market, 131–133
global teams, 240–245
hiring and training, 67–69
hiring strategy, 254–257
industry, best practices, 189–191
information design, 69–73
information planning, 61–62
innovations, benchmarking, 308–310
innovations, focusing on customer-centered,

301–305
innovations, instituting operational, 305–307
innovations, understanding disruptive, 298–301
leadership style, developing, 278–280
leadership techniques, Shackleton’s, 280–286
“lessons learned” review, 585–588
localization and translation, preparing content,

542–545
localization and translation, requirements in Project

Plan, 536–539
localization and translation, supporting with content

management, 540–542
localization, service provider, 546–550
managers, managing, 232–235
Managing by Objectives (MBOs), 262–266
mapping hierarchies and creating related-topic links,

412–415
mature organization, recognizing need, 13–15
moving from tracking deliverables to tracking topics,

432–442

obstacles to change, overcoming, 291–297
outsourcing and offshoring, 245–248
operating costs, understanding, 110–112
organizational structure, 55, 60
process analysis, with respect to goals, 188–189
process improvement, 194–197
production and delivery, planning, 555–561
production edits, 563–570
productivity measurement, 269–275
professional development, investing, 257–259
project environment, characterizing, 339–344
project goals, identifying, 344–345
project management, efficient and effective, 20–28
project management folder, 461
Project Plan, calculating risks and dependencies,

381–388
Project Plan, defining project details, 370–378
Project Plan, defining team roles and responsibilities,

378–380
Project Plan, envisioning the project, 362–370
Project Plan, estimating resource requirements,

389–394
project portfolio, creating and managing, 89–94
project risks, identifying, 350–351
project schedule, understanding, 349–350
project scope, analyzing, 345–346
project stakeholders, identifying, 346–348
project starting points, understanding, 337–339
quality assurance, conducting structure reviews,

522–524
quality assurance, establishing developmental

editing, 524–525
quality assurance, facilitating expert reviews,

519–522
quality assurance in general, 64–67
quality assurance, obtaining customer feedback,

527–530
quality assurance, scheduling copyediting, 530–531
quality assurance, throughout the information-

development life cycle, 515–519
quality assurance, validating content accuracy,

525–527
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quality management, 74–77
remote team members, 235–239
reporting progress, 458–460
resource assignments, ensuring adequate, 442–450
resource-tracking spreadsheet, developing, 424–432
reviewing project data, 578–582
roles, understanding, 7–13
stakeholder partnerships, establishing, 151–154
stakeholders analysis, 149–151
strategy, information-management, 15–19
strengths, developing individual, 259–262
team evaluation, 588–589
technology adoption life cycle, matching information

development to, 125–131
tool management, 217–218
tool and vendor selection, 213–216
tools requirements, 210–213
tools strategy, 207–210
tools strategy for global organization, 218–220
topic milestones, developing, 450–458
user profiles and scenarios, communicating to team

members, 178–179
user roles, 160
user scenarios, Information Model development,

168–178
users’ information agendas, understanding, 165–167
working with vendors, 572–575

book-centric information models
conceptual information, 404–405
Content Plan, 400
estimating, 439
information planning, 62
moving to topic-based authoring, 225–226, 229, 255,

432–433
structure development in, 523–524
table of contents development, 404, 412

budget
annual line-item, 117
benchmark studies of practices, 111
cost centers, 109
department, managing, 117–118

departmental, , 73
dependencies, , 373
encouraging prioritization, 119
example for Project Plan, 373
headcount, determination, 111
headcount, managing, 113–114
localization and translation, 539
managing, as best practice, 112–119
“no budget” situations, 113
overview, 119–120
percentage of other budgets, 111
Project Plan, 373
projects, managing, 114–116
proposals, developing, 117
relating work done to financial goals, 108
revenue produced by profit centers, 108–109
taxation, managing, 118
understanding operating costs, 110–112
working with global teams, 244

business case
collaboration, 496–498
Information Model, 168
minimalist approach, 21
need, 109
ownership of projects, 21
project management, 21
senior management requests, 183
tools acquisition, 209–210

business processes in Balanced Scorecard, 96, 97, 101

C
Capabilities Maturity Model (CMM), 34
cataloging user roles, 160–165
Center for Information-Development Management.

See CIDM
centralizing production, 42–43, 45
change management

actively supporting change, 230
adding resources, 478–479
adjusting interim milestone dates, 477–478

continued

Index 599

32_777110 bindex.qxp  11/15/06  4:24 PM  Page 599



change management continued

adjusting project scope, 479–480
analyzing ongoing project risk, 483–488
anticipating change, 465–466, 470–471
barriers to change, 226, 228–229, 291–297
burning platform, 226–227
case study, 296–297
cognitive hurdle, 291–293
communicating about project change, 466, 488–490
developing self-managed team, 469
evaluating impact on project, 471–472
extending the project schedule, 476–477
initiating change, 481–483
managing the managers, 232–233
managing the team, 466–470
meetings during times of overwork, 466–467
motivational hurdle, 291, 294–295
negotiating project quality, 480
overview, 79
political hurdle, 291, 295–296
preserving the project vision, 476
promoting quality goals, 469–470
Publication Change Request form, 472, 473
questioning reasons for falling behind, 483–484
re-estimating the project, 473–475
resolving problems, 468
resource hurdle, 291, 293–294
responding to change, 472–481
revising project spreadsheets, 480–481
team building, 248–249
tracking change, 470–472

CIDM (Center for Information-Development
Management)

Balanced Scorecard example, 102–104
benchmark studies, 76, 308
customer service and support use by members, 21
Innovation Councils, 310
IPMM assessments, 34
Rare Bird Award, 76

CMM (Capabilities Maturity Model), 34
CMMI (Integrated Capabilities Maturity Model), 14
cognitive hurdle to change, 291–293

collaboration
across corporate cultures, 502–503
across cultures, 504–505
across geographical locations, 501–502
across time zones, 503
advantages of, 496–497
author’s writing experience, 500, 502
barriers, 493
barriers to change, 226, 228–229, 497–498
business case, 496–498
challenges, 494–496, 497–498
communication plan for, 227–228
creating, 498–508
creativity in, 498
developing collaborative teams, 225–229, 498–499
developmental editor skills, 66
disadvantages, 497–498
enlisting manager support, 232–233
focusing teams for effectiveness, 227–228
fostering collaboration, 454–455, 500–501
hiring for, 69
manager performance improved, 234
Managing by Objectives, 263
managing cross-cultural projects, 505–507
maturity level, 497
project manager tasks, 509–510
questions to ask, 494–496
recognizing collaborations that may fail, 508–509
required by globalization, 225
required by single sourcing, 225
required for reusability, 225
review teams, 501
technology aids, 502
temporary employees, 507–508
telecommuters, 504

communication plan
project stakeholders, 348
team in collaborative environment, 227–228

communities of practice, 266
competencies

achieving right mix of employee skills, 101
basic, for team members, 254–255
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defining, 264
developing criteria for ranking levels, 264–265
differing skills of team members, 197
individual knowledge portfolio, 266
information-development manager skills, 6
initiatives to ensure, for team members, 265–266
project manager characteristics, 328–329
testing for basic skills when hiring, 256–257

competition
disruptive innovators, 298–301
industry, understanding, 75–76
lower-cost providers, 110, 115–116
sources of advantage, 206

conceptual information, 404–409
Contact Watson program (Microsoft), 76
content. See also topic architecture

defining for project using user scenarios, 177–178
ensuring files are available and correct, 562
help from customer service and support, 21
inappropriate, due to outside project managers, 20
inappropriate, requests for, 11–12, 255–256
modular, 45
revisions, estimating new project, 438–439
spot reviews, 485
subject-matter experts’ review, 64–65, 519–522
superfluous, costs, 21
tailoring to customers, 18–19, 433–434
validating accuracy, 525–527

content management
automated workflow systems, 458, 541–542
developing content plans for deliverables, 399–411
further information, 417
production facilitation, 562–563
supporting localization and translation, 540–542
systems, 204

Content Plan, 400–411
revising, 523

contextual inquiry, 140–141
contingency planning to mitigate risks, 387–388
contractors

employees versus, 114
outsourcing, 246

controlled writing tools, 531, 544
copyediting. See also quality assurance editors

cost reductions, 513
scheduling, 530–531

cost centers, 109
cost control

around projects rather than expenditures, 73
calculating people costs, 73–74
departmental budget, 73
described, 58
efficiency and effectiveness, 185–186
time tracking required, 73

costs
benefits of understanding, 74
comparing with other parts of the organization,

111–112
competition from lower-cost providers, 110, 115–116
decreasing spending versus increasing efficiency, 99
fundamental, of information-development life

cycle, 110
harvest environments, 100
less important in high-growth environments, 99
localization, 539
not meeting customer needs, 15, 116
offshore employees, 114
operating, calculating, 110–111
operating, understanding, 110–112
outsource vendors, 247–248
people, , 73–74
per-employee, 110–111
production, reducing, 64
project, benchmarking, 112
project, estimating, 112, 115
Project Plan, 392
quality assurance, 513
quality improvements, 98
reductions from collaboration, 496–497
reporting reductions to senior management, 489–490
run rate, 115
strategic plan, 16
superfluous content, 21

continued
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costs continued

sustaining businesses, 99–100
tools, accounting, 216
translation, 539, 540
value analysis, 64

cross-cultural projects. See also global environment;
localization

collaboration, 504–505
managing, 505–507

cultures. See also localization
collaborating across, 502–505
managing cross-cultural projects, 505–507

customer advocacy role, 154–155
customer partnerships, 140–149
customer service 

call-avoidance strategies, 151
documentation weaknesses, 21
information sources, 140
partnering with, 77, 150–152, 153
quality assurance information, 528–529
tracking support calls, 590
user profile information, 160

customer training
conflict of interest with information development, 150
Information Model, 159
instructor-led versus e-learning, 115
partnerships, 150, 152
revenue, 108–109
selection of customers, 138
user profile information, 160
user-role analysis, 162

customers. See also user profiles; user scenarios
absence of contact, 137–138
advisory council, 52
advocacy role, 154–155
analysis example, 367
analyzing information requirements, 140
Balanced Scorecard perspective, 95–97, 100–101
basing information types on needs, 47
behaviors when positive about information

products, 98
buyers versus users, 138, 160

collecting feedback, 589–591
companies’ dependence, 299
contextual inquiry, 140
control of access, 138
cost versus satisfaction trade-off, 116
costs of not meeting needs, 15, 116
dedication to knowing, 48
defined, 141
defining for a project, 366–367
early and late majority, 123, 124, 126–128
electronic feedback systems, 527–528
engagement with documentation, 72
establishing partnerships, 140–149
focus groups, 140
formatting of low value, 19
information planning, 61
innovations, 301–305
innovators and early adopters, 123, 124, 125–126
laggards, 123
measuring satisfaction, 198
new information requirements, 482
obtaining feedback for quality assurance, 527–530
profiles, 137–138
researching for information design, 70–71
responding directly, 76–77
roles, 138
satisfaction in Balanced Scorecard, 12
studies as core of quality management, 75
surveying, 21, 160–161, 528, 589–590
tailoring information to needs of, 18–19, 433–434
topic list and requirements of, 422
understanding your real customers, 12
usability testing, 140

D
Darwin Information Typing Architecture. See DITA
deadlines

agile project environment, 344
exceeding, in projects at risk, 350
Project Plan, 371, 393
quality trade-off, 343
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deliverables
adding value, 46, 100
anticipating problems, 571
assigning topics, 412
breaking down by topics, 433–434
budget estimation, 113–114
design patterns for defining sets, 173–174
Design Phase, 320–321
developing content plans, 399–411
Development Phase, 322
estimating costs for, 73–74
estimating project based on pages, 439
estimating project using topics in more than one,

441–442, 443
estimating resource requirements, 389–394
evaluating the delivery process, 574
Evaluation Phase, 324–325
knowing what you’re supposed to produce, 557
listing in Project Plan, 374–375, 389, 537, 556–557
listing, including translations, 537
listing, insufficient for information planning, 61
milestones, 372, 451–453
Planning Phase, 319
Production Phase, 323–324
scheduling, 556–559
time tracking, 73
tracking, , 432–442
verifying, 572

deliverables-based project spreadsheet. See also
resource-tracking spreadsheet

estimating new project based on revisions of existing
content, 438–439

estimating new project using topics in more than one
deliverable, 441–442, 443

delivery media preferences worksheet, 143, 144
dependencies. See also Dependency Calculator

budget, , 373
calculating, 382–387
changed by adding resources, 478–479
contingency planning to mitigate risks, 387–388
external, 372–373, 387

reevaluating, 581–582, 584
table summarizing, 384–385

Dependency Calculator
calculating by hand, 386–387
external dependencies, 383–384
illustrated, 383
interactive, online version, 383, 386
internal dependencies, 384
overview, 382–383
table summarizing dependencies, 384–385

design patterns
described, 173
developing to define deliverables, 173–174
extending to define standard information types,

174–177
installation manual, 173–174

Design Phase of projects. See also topic list
assigning metadata to topics, 416, 417
comparing estimates to actuals, 580–581, 584
developing content plans for deliverables, 399–411
developing indexes, 415–417
information architect’s role, 421–422
mapping hierarchies and creating related-topic links,

412–415
overview, 320
Project Management folder, 461
project manager’s role, 423
reviewing documents for quality assurance, 519
shift to Development Phase, 422
table summarizing, 320–321
time required, 320, 334, 421
topic-based estimates, 434–435
usability testing and need to improve design, 483

Development Phase of projects. See also change
management

baseline information, 421
collaborative environment, 501
comparing estimates to actuals, 580–581, 584
developing a resource-tracking spreadsheet, 424–432
developing topic milestones, 450–458

continued
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Development Phase of projects continued

ensuring adequate resource assignments, 442–450
importance, 422–423
information architect’s role, 421–422
localization and translation, 540–545
moving from tracking deliverables to tracking topics,

432–442
overview, 321
production editing, 565
Project Management folder, 461, 490
project manager’s role, 423
reporting progress, 458–460
shift from Design Phase, 422
table summarizing, 322
time required, 322, 334, 421, 423

developmental editing,, 524–525
disruptive innovations, 298–305
DITA (Darwin Information Typing Architecture)

concept type for XML-based Information Model, 177
with content management systems, 204
goal for, 193–194
hierarchical arrangement of topics, 412, 413
mapping topics, 399, 412–415
relationship table, 412, 414–415

document management systems, 204
domain-specific authoring

accounting for domain expertise, 231–232
developmental editor skills, 66
quality assurance, 64, 65

downsizing.
delivering difficult messages about, 266–267
motivating staff during organizational turmoil,

267–269
duplication of work, reducing, 188, 189, 192

E
early adopters

case study, 126
described, 123
information products, 125–126, 132
majority market versus, 123, 127–128

editing tests, 256

editorial reviews, 66–67
efficiency and effectiveness. See also measurements;

productivity measures
analyzing processes with respect to goals, 188–189
benchmarking, 189–191
collaboration, 496–497
collecting data for measurements, 194–195
cost center responsibility, 109
cost control, 185–186
decreasing spending versus increasing efficiency, 99
evaluating, 588–589
flowchart of development process, 191–192, 193
goals, 185–187
improving processes and measuring results,

194–197
industry best practices, 189–191
late additions to team, 479
making time for innovation, 27–28
measurement process template, 195–196, 198–199
measurement techniques, 197–199
methods for measuring, 191–194
metrics, 192
ownership of projects, 21–23
peak performance, 265–266
performance reports, 589
prioritizing management levels by project type,

26–27
process, 183–184
project management , 23–28
pursuing industry best practices, 190–191
quick wins for garnering support, 189
reclaiming writing time, 274–275
reducing duplication of work, 188, 189, 192
resource hurdles, 293–294
Six Sigma process, 184
SWOT analysis for identifying goals, 186–187
translations, 188

electronic conferencing systems, 266
electronic feedback systems, 527–528
electronic review systems, 521–522
emergency projects, 26–27
employee costs, 110–112
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employees. See headcounts; team members or staff
engineering. See also subject-matter experts (SMEs)

partnerships, 152–153
project management, 20

estimating
adjusting project estimates, 393–394
best practice, 62–64
bottom-up, 436–437, 438, 439
comparing estimates to actuals, 579–581, 583–584
costs for projects or deliverables, 73–74
external activities, 440–441
funding innovations, 63
future project resources, 62–63
new project based on revisions of existing content,

438–439
new project using topics in more than one

deliverable, 441–442, 443
people costs, 110
project costs, 112, 115, 392
project resource requirements, 389–394
re-estimating after changes, 473–475
resources based on topics, 433
staff requirements in Project Plan, 391–392
top-down, 432–439
value analysis, 64

Evaluation Phase of projects
customer feedback, 589–591
delivery process, 574
final report template, 583–585
“lessons learned” review, 585–588
localization, 549–550
overview, 324
reviewing project data, 578–582
table summarizing, 324–325
team evaluation, 588–589
techniques, 592
time required, 334, 577

F
facilitator for customer partnerships, 141
feedback memo, 587
final deliverables, 571–572

financial Balanced Scorecard perspective, 96–100
CIDM example, 103

firing and layoffs
delivering difficult messages, 266–267
legal difficulties, 114
temporary employees, 508

focus groups, 140–141
formatting

tools, 204
value to customers, 19

funding. See also budget
information development for majority market, 131–133
innovations, 63
technology adoption life cycle, 132
prioritizing minimally funded projects, 92
professional development, 258
relationship to technology adoption life cycle, 132

G
gates. See milestones
global environment. See also localization; offshore

information development; outsourcing; translation
achieving a common vision, 240, 242
budget for, 244
collaboration, 225, 504–505
cultural awareness workshops, 240
hiring, 69
implementation plan, 244–245
leading a global organization, 241–243
managing cross-cultural projects, 505–507
managing global teams, 240–245
managing remote team members, 235–239
standards development, 543
tools strategy for, 218–220

graphic designers. See illustrators or graphic designers

H
headcounts. See also team members or staff

budget-by-headcount situations, 114
budget-by-taxation situations, 118
contractors versus employees, 114

continued
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headcounts continued

determining, 111
managing, 113–114
no budget situations, 113
restrictive, strategic planning for, 17–18

help systems. See also customer training
history of tools for, 204

hiring. See also training staff
basic skill set, 254–255
best practice, 67–69
changing the team personality mix, 255–256
collaboration, 69
criteria, 67
developing a strategy, 254–257
entry-level employees, 256
involving team members in decisions, 257
jack-of-all-trades, 67–68
new global environment, 69
new graduates, 256
specialization, 68–69
testing for basic skills, 256–257

hiring and training See hiring; training staff

I
illustrators or graphic designers

allocating percentage of total time, 429
external, estimates, 440–441
resource-tracking spreadsheet, 428, 429

indexes
developing sample guides for, 416
importance of, 560
indexer responsibilities, 559
master, 416–417
planning, 415, 416–417
publications supported, 415
scheduling, 560
table of contents versus, 416

individual knowledge portfolio, 266
information architect

allocating percentage of total time to, 429
Design and Development Phases, 421–422
resource-tracking spreadsheet, 427, 429

structure reviews, 522–524
topic-list responsibilities, 422

information design
best practice, 69–73
customer research for, 70–71
defined, 70
exposure to design innovations for, 71
introducing innovation to your team, 72–73
measuring success of ideas, 72
page layout, 70
quality management, 74–75
usability testing, 483
value provided to customers, 70

Information Design Phase of projects. See Design Phase
of projects

information developers. See also team members or staff
allocating percentage of total time, 429, 434
anticipating change, 465
barriers to collaboration, 493
change of scope, 472
characteristics, 253
direct lines to customers, 52
managing, 252–253
managing during project changes, 467–468
outsourcing, 246
resource-tracking spreadsheet, 427, 429
responsibility for content quality, 514
testing, 66

Information Model
applying to deliverables, 398
business case, 168
Comtech example, 166–167
concept information type, 177
considerations from user scenarios, 158–159
Content Plan, 400
context of information, 168–171
creating a new information architecture, 171–172
design patterns, 173–177
developing from user scenarios, 168–178
Federal Express example, 166, 168
framework for information development, 397
information types, 174–177
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Nortel Networks example, 162
policy information type, 175–176
primary components, 397
team members’ understanding needed, 397
user profiles and scenarios, 159, 165

information planning. See also Information-
Development Project Plan

best practice, 61–62
in collaborative environment, 500
focus on users’ goals, 61
list of deliverables, 61
need for, 61
resources for, 61
topic-based architectures, 62

Information Process Maturity Model. See IPMM
information types. See also DITA (Darwin Information

Typing Architecture)
basing on customer needs, 47
concept type for XML-based Information Model, 177
extending design patterns to define, 174–176
policy template, 175
policy writing guidelines, 175–176
standardizing, 47, 174–176
typical set for procedural content, 174–175
typical set for technical content, 174

information-development life cycle. See also technology
adoption life cycle

analyzing products in the technology adoption life
cycle, 129–131

best practices, 125–133
case studies, 126, 128, 144
comparing phase estimates to actuals, 580–581, 584
copyediting, 530–531
fundamental costs, 110
funding information development for majority

market, 131–133
identifying position for products, 125
innovators and early adopters, 125–126
matching to technology adoption life cycle, 125–131
milestones list, 370
overview, 133–134, 318–319
Phase 1: Planning (overview), 319–320

Phase 2: Design (overview), 320–321
Phase 3: Development (overview), 321–322
Phase 4: Production (overview), 322–324
Phase 5: Evaluation (overview), 324–325
phases for high-risk projects, 388
phases illustrated, 318
processes supporting production, 555–556
product evaluation checklist, 130–131
quality assurance throughout, 515–519
whole product concept, 128–129

information-development managers. See also leaders;
middle managers

handling requests for inappropriate work, 11–12,
255–256

not understood by senior management, 5
open and honest communication as best practice,

10, 11
organizations supporting, 6
personnel management skills, 6
project management responsibilities, 20
project management skills, 6
representing senior management goals to staff,

10–11
strategic management skills, 6

Information-Development Project Plan
adjusting estimates, 393–394
assumptions, 381
benefits, 356
budget, 373
as communication tool, 355, 488
contingency planning to mitigate risks, 387–388
deadlines, 371, 393
defining project details, 370–378
defining team roles and responsibilities, 378–380
deliverables list, 374–375, 389, 537, 556–557
describing the larger project, 363–366
envisioning the project, 362–370
estimating resource requirements, 389–394
Information Development section, 359–362
information needed to begin, 355
Information Plan versus Content Plan, 399–400

continued
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Information-Development Project Plan continued

information resources list, 380
level of effort, 377–378
localization and translation requirements, 536–539
milestones, 370, 371–372
outline requirements, 356
project costs, 392
Project Overview section, 358–359
reviewing for quality assurance, 519
risk analysis, 381–382
schedule, 371–373
scope estimates, 375–377
scope statement, 365
staff requirements, 391–392
template, 356, 357–362

information-management strategy. See strategic planning
innovation

agile project environment, 343
approaches, 310–311
bell curve for customers, 123–124
benchmarking, 308–310
case study, 296–297
cognitive hurdle, 291–293
councils, 310
customer-centered, 301–305
design, 50
disruptive, 298–301
funding, 63
information design, 71
introducing to your team, 72–73
making time, 27
market segmentation, 303
measuring success, 72
motivational hurdle, 291, 294–295
move from early adopters to mainstream customers,

123–124, 126–127
new processes, 101
operational, 305–307
overcoming obstacles to change, 291–297
political hurdle, 291, 295–296
principles for success, 300–301

product-focused versus circumstance-based, 303
resource hurdle, 291, 293–294
responsibility to pursue, 289–290
sustaining versus disruptive, 298, 301–302
users versus buyers, 304
valuable, criteria for, 290
ways of encouraging, 27–28

innovators, 123–128
Integrated Capabilities Maturity Model (CMMI), 14
internal business process Balanced Scorecard

perspective
CIDM example, 103
described, 96
identifying critical processes, 101
illustrated, 97
innovating new processes, 101

Internet resources
Dependency Calculator, 383
Oracle information website, 208

IPMM (Information Process Maturity Model)
assessments, 34
benchmarking, 190
budget, 107–108
change management, 79
collaboration, 78
cost control, 58, 73–74
critical success factors, 80
described, 32–33
estimating and tracking, 57, 62–64
hiring and training, 57, 67–69
history, 33–34
increased productivity demands’, 54
information design, 58, 69–73
information planning, 56, 61–62
key characteristics (tables), 56–59, 78, 79
Level 0 (oblivious), 38–40
Level 1 (ad hoc), 35, 40–43
Level 2 (rudimentary), 35, 43–45
Level 3 (organized and repeatable), 36, 45–48
Level 4 (managed and sustainable), 36, 48–50
Level 5 (optimizing), 37, 50–53
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levels (table summarizing), 35–37
mergers’ and acquisitions’, 53
new characteristics, 77–79
offshore information development’s, 53–54
organizational structure, 55, 56, 60
overview, 80
planning, 56
publications design, 58
quality assurance, 56, 64–67
quality management, 59, 74–77
summary, 80
workforce reduction’s affect on, 54

J
jack-of-all-trades, hiring, 67–68

K
KITA (kick in the pants), 260–261

L
languages. See localization; translation
layoffs. See firing and layoffs
leaders. See also specific kinds of managers

CIDM resources for, 277
effective team developed by, 223
gaining commitment to, 283
in global organizations, 241–243
in Level 4 (managed and sustainable), 49
required for transition to higher maturity level, 60
role, overview, 8
Shackleton on leadership, 280–286
styles of leadership, 278–280

leadership style
affiliative, 279
authoritative, 280
coaching, 279
coercive, 279
democratic, 279
pacesetting, 279

learning and growth Balanced Scorecard perspective,
101–103

described, 96
legacy documentation

leaving alone, 89
Project Plan outline for, 356

legal reviews
for localization and translation, 548
in Production Phase, 560–561

“lessons learned” review, 585–588
Level 0 of IPMM (oblivious), 38–40

case study, 38–39
steps toward standardization, 39

Level 1 of IPMM (ad hoc), 40–43
case study, 41
centralizing production, 42–43
change management, 79
collaboration, 78
cost control, 58
described, 35
developing standards, 42, 43
developing uniform processes, 42, 43
estimating and scheduling, 57
hiring and training, 57
individual initiative in organizations, 41–42
information planning, 56, 61
key characteristics (table), 56–59
leadership needed for change, 42
organizational structure in, 55, 56
planning, 56
portfolio management scenario, 86
publications design, 58
quality assurance, 56
quality management, 59
strategies for maturing, 42
time required for moving to Level 3, 45
transition to next level, 35, 42–43

Level 2 of IPMM (rudimentary), 43–45
case study, 43
centralizing production, 45

continued
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Level 2 of IPMM (rudimentary) continued

change management, 79
collaboration, 78
cost control, 58
described, 35
estimating and scheduling, 57
hiring and training, 57, 67–68
information planning, 56, 61
key characteristics (table), 56–59
making content-management decisions, 44–45
organizational structure in, 56
pilot project development, 44–45
planning, 56
preparing for content management, 44
publications design, 58
quality assurance, 56
quality management, 59
time required for moving to Level 3, 45
transition to next level, 35, 45

Level 3 of IPMM (organized and repeatable), 45–48
budgeting by department in, 117
case study, 46–47
change management, 79
characteristics, 244
collaboration, 69, 78, 497
commitment to process, 46
cost control, 58
described, 36, 45–46
estimating and scheduling, 57, 62
hiring and training, 57
information planning, 61
key characteristics (table), 56–59
organizational structure, 56
planning, 56
processes documented, 46
publications design, 58
quality assurance, 56, 64
quality management, 59
specialization, 69
starting small, 48
team member tasks, 47
time required, 48

transition to next level, 36
working with stakeholders, 47

Level 4 of IPMM (managed and sustainable), 48–50
case study, 49
change management, 79
collaboration, 78
cost control, 58
described, 36, 48
estimating and scheduling, 57, 62
global tools strategy, 218–220
hiring and training, 57
innovation, 50
key characteristics (table), 56–59
organizational structure, 56
planning, 56
portfolio management scenario, 86
publications design, 58
quality assurance, 56
quality management, 59
specialization, 69
transition to next level, 36

Level 5 of IPMM (optimizing), 50–53
case study, 50–51
change management, 79
characteristics, 51–52
collaboration, 78
cost control, 58
described, 37, 50–51
estimating and scheduling, 57
global tools strategy, 218–220
hiring and training, 57
information planning, 56
key characteristics (table), 56–59
new roles, 52
organizational structure, 56
outsource vendors, 247
portfolio management scenario, 86
publications design, 58
quality assurance, 56
quality management, 59
technology solution, 52–53
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level of effort in Project Plan, 377–378
leveling resources, 449–450, 501
localization. See also global environment; translation

preparing content for, 542–545
lucky bucks process, 586

M
Managing by Objectives, 262–266
market research, 299
marketing and sales organizations

partnerships, 151, 153–154
user profile information, 160

master index, 416–417
mature organization. See also IPMM (Information

Process Maturity Model); specific levels
building, 13–15
Information Model, 398

MBOs See Managing by Objectives
measurements. See also benchmark studies, 191–194

collecting data efficiently, 194–195
of customer satisfaction, 198
defining measurable milestones, 453–454
effectiveness, techniques, 197–199
importance of, 97
improving processes and measuring results, 194–197
for individual productivity, 196–197
outcome measures insufficient, 102
performance measures for meeting customer needs,

100–101
productivity, 269–275
provided by Balanced Scorecard, 97
return on investment (ROI), 63, 209, 210
Return-On-Capital-Employed (ROCE), 252
senior management requests for, 183
of stakeholder partnership success, 152
template for process improvement goals and

metrics, 195–196, 198–199
Total Factor Productivity (TFP), 251–252

mentoring, 266
mergers and acquisitions, 53, 240
metadata, 415–417

Microsoft
Contact Watson program, 76
electronic feedback system, 527–528, 591

middle managers. See also information-development
managers; leaders

budget-by-department situations, 118
developing, 9
handling requests for inappropriate work, 11–12
open and honest communication as best practice,

10, 11
relationships, 9
representing senior management goals to staff,

10–11
responsibilities, 9

milestones
aligning topic development with product

development, 451
assessing progress using, 454
assigning topics, 451
change management for, 477–478
comparing estimates to actuals, 580, 584
deliverables, in Project Plan, 372
establishing for projects, 349–350
events, not dates, 453
external, in Project Plan, 371–372
final report, 584
information-development life cycle for setting, 370
interim events, adjusting dates for, 477–478
interim events, problems with, 451–452
measurable, defining, 453–454
meeting with team members to discuss, 454–455
Project Plan, 370, 371
tracking, 451–453
traditional versus topic-based, 451–453

minimalist approach
basic skill for team members, 254
business case, 21
cost reduction, 74
Nortel Networks redesign, 72
training, 22

modular content, 45
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motivating
burning platform, 226–227
KITA, 260–261
leadership styles, 278–280
motivational hurdle, 291, 294–295
during organizational turmoil, 267–269
through strengths, 260–262

O
offshore information development. See also global

environment; remote team members
collaborating across cultures, 504–505
costs, 114
dealing with organizational turmoil, 267
delivering difficult messages, 266–267
leading a global organization, 241–243
managing cross-cultural projects, 505–507
motivating staff during organizational turmoil,

267–269
open-source tools, 215
operational innovations, 305–307
optimism, promoting, 283, 285
Oracle’s information website, 208
organizational structure

best practice, 55, 60
outsourcing. See also global environment; offshore

information development; remote team
members

competition from lower-cost providers, 110, 115–116
contract information developers, 246
delivering difficult messages, 266–267
localization service providers, 546–550
managing costs of providers, 115
motivating staff during organizational turmoil,

267–269
organizational turmoil, 267
production, 572–575
selecting vendors for, 246–248
senior management’s attraction, 245
statement of work, 245–246
translation service providers, 536, 538

overtime
assigning to team, 444
cross-cultural projects, 506

ownership of projects
business case for, 21
handling conflicts, 22, 327
intervening to protect, 22–23
training staff, 22

P
partnerships. See customer partnerships; stakeholder

partnerships
peak performance, 265–266
performance reports, 589
personnel management. See also team members or staff

adding new team members, 230
assertiveness issues, 255–256
building on strengths, 229–230
building trust, 234–235, 500
creating specializations, 229, 231
defining new roles and responsibilities, 229–232
delivering difficult messages, 266–269
developing collaborative teams, 225–229, 509–510
developing individual strengths, 259–262
ensuring growth in team members, 13, 27–28
entry-level employees, 256
global teams, 240–245
handling conflicts, 285
hiring strategy, 254–257
impact on company success, 251–252
information developers, 252–253
investing in professional development, 257–259
leadership styles, 278–280
Managing by Objectives (MBOs), 262–266
managing the managers, 232–235
measuring productivity, 269–275
overview, 275
remote team members, 235–239
representing senior management goals to staff,

10–11
resources, 252
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short-term initiatives to win recognition, 233, 243
skills needed by information-development

managers, 6
team personality mix, 255–256
teamwork, 223
work assignment inequalities, 196–197

Phase 1 of projects. See Planning Phase of projects
Phase 2 of projects. See Design Phase of projects
Phase 3 of projects. See Development Phase of projects
Phase 4 of projects. See Production Phase of projects
Phase 5 of projects. See Evaluation Phase of projects
pilot projects

new tools, 217
testing process-development methodology, 24

Planning Phase of projects. See also Information-
Development Project Plan

activity breakdown example, 24
analyzing project scope, 345–346
assessing the larger project, 351–352
beginning early, 337
calculating risks and dependencies, 381–388
characterizing the project environment, 339–344
comparing estimates to actuals, 580–581, 584
defining project details, 370–378
defining team roles and responsibilities, 378–380
developing a communication plan, 348
developing content plans for deliverables, 399–411
early feasibility stage, 338
early planning stage, 338
envisioning the project, 362–370
estimating resource requirements, 389–394
identifying project goals, 344–345
identifying project risks, 350–351
identifying project stakeholders, 346–348
impossible planning stage, 339
inadequate resources, alternatives, 442–450
late planning stage, 338–339
localization and translation, 536–539
overview, 319
preliminary plans from portfolio manager, 337
Project Management folder, 461

project starting points, 337–339
reasons for planning, 335–336
swimlane diagram example, 25
table summarizing, 319–320
time required, 319, 333–334, 421
understanding the project schedule, 349–350
writing the plan versus real planning, 334–335

policies and procedures (P&P) manuals, 166–167
policy information type

guidelines for writing policies, 175–176
template for, 175

political hurdle to change, 291, 295–296
portfolio management

accounting for customer differences, 19
Balanced Scorecard, 93–104
barriers, 87–89
benefits, 87
best practice, 89–94
categorizing projects and setting priorities, 92–93
conducting a project inventory, 90, 91
identifying strategic projects, 90, 92
monitoring projects, 93
overview, 104
planning your strategy, 104
prioritizing assignments, 88–89
responsibility, 85, 86–87
as senior management, 87
senior management support, 88
stakeholder analysis, 149–151
strategic planning, 15, 18

preprocessing final deliverables, 561–563
prioritizing

assignments, 88–89
budget management, 119
budget-by-department situations, 117
budget-by-product situations, 116
developing project ranking criteria, 92–93
identifying strategic projects, 90, 92
management levels by project type, 26–27
minimally funded projects, 92
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process improvement. See also reuse; tools for process
improvement

business goals, 203
developing uniform processes, 42, 43, 44
identifying critical processes, 101
innovating new processes, 101
measuring results, 194–197
template for developing goals and metrics, 195–196,

198–199
process maturity. See also IPMM (Information Process

Maturity Model); specific levels
characteristics of high levels, 15
determining your level, 14–15
outsource vendors, 246–247
project environment, 340–341
working with global teams, 244

process-development methodology
defining primary goals and activities, 23
developing swimlane diagrams, 23
for emergency projects, 26–27
identifying primary phases of projects, 23
Planning Phase breakdown example, 24
Planning Phase swimlane diagram example, 25
quick-turnaround projects, 26–27
testing in pilot project, 24

product developers
early stage customer access, 126
innovators’ resemblance, 127
project ownership, 22
user profile information, 160

production coordinator responsibilities, 559
production editors

recommendations, 570
responsibilities, 559

production edits
checks performed, 563
Development Phase, 565
establishing team, 563–564
example checklist, 566–569
external, estimates, 440–441
peers, 564

preparing checklist, 565–570
watching for problems, 564

Production Phase of projects
anticipating problems, 571
centralizing production, 42–43, 45
comparing estimates to actuals, 580–581, 584
indexing schedule, 560
knowing what you’re supposed to produce, 557
legal review, 560–561
life-cycle processes, 555–556
overview, 322–323
planning for production and delivery, 555–561
preprocessing final deliverables, 561–563
production edits, 563–570
Project Management folder, 574–575
quality assurance, 553
recommendations, 575
reducing costs, 64
roles and responsibilities, 559–560
scheduling backward from delivery dates, 557–559
table summarizing, 323–324
time required for, 323, 334, 553–554
verifying deliverables, 572
working with vendors, 572–575

production specialists
allocating percentage of total time, 430
external, 440–441
resource-tracking spreadsheet, 428, 430
responsibilities, 559
tools specialists, 554

productivity. See efficiency and effectiveness
productivity measures. See also measurements

counting errors, 270–271
documents produced per year, 270
individuals, 196–197
pages produced per year, 270
percentage of time spent on key tasks, 274
percentage of time spent on rework, 271
senior management requests, 183
successful projects delivered per year, 271
summary of metrics, 274
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time spent per milestone, 273–274
time spent per project, 272–273
Total Factor Productivity (TFP), 251–252

project assumptions, 381
project data review

comparing estimates to actuals, 579–581, 583–584
evaluating dependencies, 581–582, 584
preparing the final report, 582
questions to ask, 578–579

project environment, 340–344
project inventory, 90–91
project management. See also change management;

scheduling; specific phases
agile project environment, 340, 342, 343, 344
assessing the larger project, 351–352
benchmarking costs, 112
business case, 21
challenges, 317–318
common project characteristics, 341
comparing phase estimates to actuals, 580–581, 584
competing goals, 317
for cross-cultural projects, 505–507
defined, 315
dependent on project environment, 339–340
Design Phase (overview), 320–321
Development Phase (overview), 321–322
efficient and effective, as best practice, 20–28
ensuring adequate resource assignments, 442–450
estimates versus actuals for evaluating, 28
estimating costs, 112, 115
Evaluation Phase (overview), 324–325
evaluations at end, 28
information-development manager responsibilities, 20
information-development manager skills, 6
information-development project manager role,

325–329
lucky bucks process, 586
meeting with project teams, 22
model based on information-development life cycle,

318–325
monitoring successes and failures, 28

moving from tracking deliverables to tracking topics,
432–442

by outsiders, 20
overview, 329–330
Planning Phase (overview), 319–320
potential roles and responsibilities, 427–428
prioritizing management levels by project type, 26–27
Production Phase (overview), 322–324
Project Management folder, 461, 490, 574–575,

585, 592
putting strong practices in place, 23–25
quality debt, 482–483
questions to ask, 316–317
reporting progress, 458–460
resource-tracking spreadsheet, 424–432
successes, 28
taking ownership of projects, 21–23
topic milestones, 450–458

Project Management folder
adding project change information, 490
adding project documents, 574–575
final report, 585, 592
overview, 461
tools, 554

project managers. See also change management
agile project environment, 344
allocating percentage of total time, 429, 434
anticipating change, 465–466, 470–471
attention to detail, 329
challenges, 317–318
characteristics, 328–329
coach and team builder role, 465
collaboration management tasks, 509–510
communicating about project change, 466, 488–490
communication skills, 328
competing goals, 317
Design Phase responsibilities, 320–321, 423
Development Phase responsibilities, 321, 322, 423
establishing relationship with other managers,

327–328
continued
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project managers continued

establishing relationship with team members, 326
Evaluation Phase responsibilities, 324–325
interaction between, 316
large organizations, 325, 337
leadership skills, 329
meetings during times of overwork, 466–467
outsiders, 20
Planning Phase responsibilities, 319–320
planning skills, 328–329
primary responsibilities, 325–326
Production Phase responsibilities, 323–324
questions to ask, 316–317
resource-tracking spreadsheet, 427, 429

Project Plan. See Information-Development Project Plan;
Planning Phase of projects

project planning, 363–370
preserving vision amid changes, 476
reiterating the vision, 488

project risks
analysis in Project Plan, 381–382
contingency planning to mitigate, 387–388
evaluating for topics, 436
high-risk, defined, 382
identifying, 350–351
ongoing, 483–488
productivity challenges, 484–485
questioning reasons for falling behind, 483–484
questioning stakeholders, 345
Risk Reserve phase for high-risk projects, 388
risk-free, defined, 381
scheduling risky items for later completion, 471
staff changes, 486–487
stakeholder requirements in conflict, 487–488
technology challenges, 485–486

proof-of-concept project, 216
Publication Change Request form, 472, 473

Q
quality assurance

activities (table), 517–518
best practice, 64–67

challenges, 64
checklist, 570
conducting structure reviews, 522–524
content reviews for, 64–65
controlled writing tools, 531, 544
customer surveys, 528
editorial reviews, 66–67
electronic feedback systems, 527–528
establishing developmental editing, 524–525
facilitating expert reviews, 519–522
including customers, 516
information-development life cycle, 515–519
level of effort in Project Plan, 377–378
for localization, 542, 548–550
management needed for, 513–514
negotiating project quality after changes, 480
obtaining customer feedback, 527–530
production edits for, 563–570
Production Phase, 553
project planning, 515, 519
quality management versus, 74–75
reviewing project plans and design documents

for, 519
reviews, 515
scheduling copyediting, 530–531
spot reviews of content, 485
testing information against the product, 65–66
translation, 548–549
usability testing, 516, 529
user site visits, 529–530
validating content accuracy, 525–527
without a designated editor, 532

quality assurance editors
allocating percentage of total time, 429, 434
cost reductions eliminating, 513
establishing developmental editing, 524–525
production editor responsibilities, 559
resource-tracking spreadsheet, 428, 429
scheduling copyediting, 530–531
structure reviews, 524

quality debt, 482–483
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quality management
best practice, 74–77
promoting quality goals, 469–470

R
Rare Bird Award (CIDM), 76
recognition

for customer partners, 146
programs for team members, 266
short-term initiatives to win, 233, 243
understanding needs for, 268

redesigns
Project Plan, 356
vision statement, 370

reference information, 406–409
relationship table, 412–415
remote team members. See also global environment;

offshore information development; outsourcing
basic rules, 238
collaborating across corporate cultures, 502–503
collaborating across cultures, 504–505
collaborating across geographical locations, 501–502
collaborating across time zones, 503
collaborating with telecommuters, 504
keeping lines of communication open, 237–238
lone writers, 239
methods for handling distributed teams, 237–238
telecommuters, 239, 504

reorganization
dealing with turmoil, 267
delivering difficult messages, 266–267
motivating staff, 267–269

reporting
benchmark studies, 309
cost reductions to senior management, 489–490
customer feedback reports, 591
customer partnership working sessions, 147
final report preparation, 582
final report template, 583–585
meetings during times of overwork, 466–467
meetings for discussing progress and problems,

454–455

performance reports, 589
project inventory, 91
project progress, 458–460
project-reporting template, 459
scheduling reports, 459
typical progress report, 459–460
weekly project form, 455–456

Request for Information (RFI), 213, 215
Request for Proposal (RFP), 213, 215
resource manager role, 8
resources. See also team members or staff; specific

resources
adding for change management, 478–479
defining in stakeholder partnerships, 152–153
ensuring adequate assignments, 442–450
estimating based on topics, 433
estimating for future projects, 62–63
estimating requirements for projects, 389–394
hurdle to change, 291, 293–294
inadequate, 336, 442–449
leveling, 449–450, 501
listing in Project Plan, 380
portfolio management for optimizing, 87
requesting, 63
spreadsheet for tracking, 424–432
strategic planning for allocating, 15–16
top-down estimation for, 432

resource-tracking spreadsheet. See also deliverables-
based project spreadsheet

allocating percentages of total time to roles, 428–430
complete example, 430–431
creating, 425
described, 424
developing estimates using top-down metrics,

432, 434–435
entering weekly project reports, 455, 457–458
holistic plan, 432
inadequate resources, 442–444, 445
information needed, 424
initial spreadsheet, 425, 426
iterative plan, 432

continued
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resource-tracking spreadsheet continued

re-estimating the project, 473–475
resource leveling, 449–450
reviewing hours available per person, 425
revising after project changes, 480–481
roles and responsibilities for project, 427–428
scheduling, 430

return on investment. See ROI
Return-On-Capital-Employed (ROCE), 252
reuse

collaboration, 225
cost reduction, 74
designing topics, 196
topic-based authoring, 62, 74

reviews. See also quality assurance
conducting individual reviews, 520–521
conducting review meetings, 521
editorial, for quality assurance, 66–67
electronic review systems, 521–522
expert reviews, 522
legal, 548, 560–561
“lessons learned,” 585–588
localization and translation, 548–550
performance, in MBOs, 264
quality assurance, 515
review teams in collaborative environments, 501
scheduling, 560–561
spot reviews of content, 485
structure, 522–524
by subject-matter experts, 64–65, 519–522
without a designated editor, 532

rewards. See recognition
RFI (Request for Information), 213, 215
RFP (Request for Proposal), 213, 215
ROI (return on investment)

innovations, 63
overview, 210
tools acquisition, 209

roles of information-development managers. See also
specific roles

balancing act, 10–13
customer advocacy, 154–155

key roles, 8–9
middle manager, 9
overview, 7–9
professional, 9–10
project manager, 325–329
understanding, as best practice, 7–13

run rate, 115

S
sales and marketing organizations

partnerships, 151, 153–154
user profile information, 160

scheduling. See also deadlines; dependencies;
Development Phase of projects; milestones

adjusting for inadequate resources, 446, 448
aligning topic development with product

development, 451
anticipating change, 470–471
backward from delivery dates, 557–559
contingency planning to mitigate risks, 387–388
copyediting, 530–531
deliverable schedule example, 556–557
extending the project schedule, 476–477
helping team members manage time, 467
indexing, 560
localization, 538–539, 544
overtime, 444
Project Plan, 371–373
questioning reasons for falling behind, 483–484
reports, 459
resource-tracking spreadsheet, 430
reviews, 560–561
risky items for later completion, 471
structure reviews, 523–524
translation, 538–539
typical production schedule, 558
understanding the project schedule, 349–350
unforeseen issues affecting, 579
validation testing, 526–527

scope of projects
adjusting after changes, 479–480
analyzing, 345–346

32_777110 bindex.qxp  11/15/06  4:24 PM  Page 618



Index 619

changing quality, 480
decreasing due to inadequate resources, 448–449
defining, 365
estimating in Project Plan, 375–377
example, 366
guessing, 377
high-risk projects subject to changes, 388
preserving the project vision amid changes, 476
questions to ask, 365
re-estimating the project after changes, 473–475
responsibility for changing, 472

SEI (Software Engineering Institute), 14, 33–34
senior management

aid for project ownership, 23, 327
business case requested, 183
communicating about project change, 489–490
customer access controlled, 138
ensuring accountability, 459
garnering support for change, 230
information developers not understood, 5
managing the managers, 232–235
outsourcing, 245
portfolio management, 87
portfolio management support, 88
productivity measures, 183
reporting cost reductions, 489–490
representing goals to your staff, 10–11
requests for inappropriate work, 11–12
strategic plan, 15, 18
understanding data needed, 64
watching for changes in meetings, 465–466

service providers. See outsourcing
simple projects, 26–27
single-source environment

collaboration, 225
translation costs, 540

Six Sigma process, 184
skills. See competencies
Software Engineering Institute (SEI), 14, 33–34
specialization

creating in teams, 229, 231
domain expertise, 231–232

hiring, 68
types, 68

spreadsheets. See deliverables-based project
spreadsheet; resource-tracking spreadsheet

staff. See team members or staff
stakeholder partnerships, 77, 149–154
stakeholders

analyzing, at portfolio level, 149–151
analyzing, before organizational change, 227
analyzing, steps for, 346–347
case study, 138
collecting feedback, 591
communicating about project change, 489
communicating project vision, 369
conflicting requirements, 487–488
criteria for win-win partnerships, 149–150
establishing partnerships, 151–154
external, for projects, 347
internal, developing content, 138
internal, for projects, 347
project, communication plan, 348
project, identifying, 346–348
project reviews, 487
questioning about project risks, 345
work assignment, 197

standards
editorial reviews for compliance with, 66–67
global, 543
information types, 47
required for reusability, 225
tools, corporate, 212–213

starting a project. See Planning Phase of projects
stockholders, companies’ dependence on, 299
strategic planning. See also information planning;

Information-Development Project Plan 15–19
for portfolio management, 87, 104

strengths
building on, 229–230, 261
graph typical of small team, 259, 260
individual, 259–262
motivating, 260–262
SWOT analysis, 186–187
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Strengths, Weaknesses, Opportunities, and Threats
(SWOT) analysis, 186–187

structure reviews, 522–524
subject-matter experts (SMEs)

conducting individual reviews, 520–521
conducting review meetings, 521
cross-cultural projects, 506
delays from, 485
dismay at content quality, 514
electronic review systems, 521–522
formal versus informal reviews, 519–520
overcoming problems with reviews, 522
project management, 20
project ownership conflicts, 22
reviews, 64–65, 519–522
team member relationships, 255
work assignment inequalities, 196

support organizations. See customer service and support
surveying customers

about content value, 21
to catalog user roles, 160–161
to collect feedback, 589–590
for measuring customer satisfaction, 198
for quality assurance, 528
questions to ask, 161

swimlane diagrams
developing for project phases, 23
Planning Phase example, 25
for simple, quick-turnaround projects, 26

SWOT analysis (Strengths, Weaknesses, Opportunities,
and Threats), 186–187

T
table of contents

book-centric information models, 404, 412
indexes versus, 416
topic architecture, 412

task lists
annotated, developing, 402–404
deriving from user scenarios and use cases, 402
separating reference information, 406

taxation, budget by, 118

team members or staff. See also collaborative
environment; headcounts; resources; specific
kinds

accounting for domain expertise, 231–232
adding new members, 230
assertiveness issues, 255–256
barriers to change, 226, 228–229
barriers to collaboration, 493–494
barriers to team performance, 234–235
basic competencies, 254–255
building on strengths, 229–230, 261
building trust, 234–235, 500
calculating people costs, 73–74
change management, 248–249
changing the personality mix, 255–256
characteristics of information developers, 253
collaborating across corporate cultures, 502–503
collaborating across cultures, 504–505
collaborating across geographical locations, 501–502
collaborating across time zones, 503
collaborating with telecommuters, 504
collaborating with temporary employees, 507–508
communicating about project change, 488
communicating user profiles and scenarios, 178–179
communication plan, 227–228
concern for well-being, 282
contractors versus employees, 114
creating specializations, 229, 231
defining new roles and responsibilities, 229–232
defining roles and responsibilities in Project Plan,

378–380
delivering difficult messages, 266–269
developing collaborative teams, 225–229, 498–499
developing individual strengths, 259–262
Development Phase, 465
differing skills, 197
difficult, handling, 468–469
distribution and globalization, 224
diverse personalities, 496
ensuring growth, 13, 27–28
entry-level employees, 256
estimating requirements for, 391–392
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evaluating, 588–589
evaluating efficiency and effectiveness, 588–589
focusing for effectiveness, 227–228
focusing on teamwork, 282–283
fostering collaboration among, 454–455, 500–501
global, working with, 240–245
handling requests for inappropriate work, 255–256
helping with schedule management, 467
hiring strategy, 254–257
Information Model understanding, 397
initiatives to ensure necessary tools, 265–266
introducing innovation, 72–73
investing in professional development, 257–259
involving in hiring decisions, 257
late additions to team, 478–479
manager performance improved by teamwork, 234
Managing by Objectives (MBOs), 262–266
managing during project changes, 466–470
managing information developers, 252–253
managing the managers, 232–235
measuring individual productivity, 196–197
measuring productivity, 269–275
meeting with project teams, 22
meetings during times of overwork, 466–467
meetings for discussing progress and problems,

454–455
middle manager relationships, 9
offshore employees, 114
outsourcing, 245–248
overtime assignment, 444
people costs, 73–74, 110–111
performance reports, 589
production-edit team, 563–564
productivity challenges, 484–485
project manager relationship, 326
promoting quality goals, 469–470
relationships with subject-matter experts, 255
remote, 235–239
representing senior management goals, 10–11
resource leveling, 449–450, 501
self-managed team, 469
short-term initiatives to 

win recognition, 233, 243
staff changes and project risk, 486–487
suited to mature organization, 14
teamwork as by-product of leadership, 223
telecommuters, 239, 504
training in minimalist approach, 22
training in ownership of projects, 22, 328
work assignment inequalities, 196–197

technology adoption life cycle. See also information-
development life cycle

analyzing products, 129–131
bell curve for, 123–124
chasm between early adopters and mainstream

customers, 124, 127
early and late majority, 123, 124, 126–128, 131–133
funding information development for majority

market, 131–133
funding model, 132
identifying position for products, 125
information products’ role changes, 124, 125
innovators and early adopters, 123, 124, 125–126
issues as prioritizing examples, 90
laggards, 123
managing products moving through, 109
marketing strategies, 124
matching information development, 125–131
move from early adopters to mainstream customers,

123–124, 126–127
overview, 133–134
product evaluation checklist, 130–131
project goals impacted, 344–345
whole product concept, 128–129

technology aids for collaboration, 502
technology-related challenges, 485–486
telecommuters

collaborating with, 504
managing, 239

telephone interviews of customers, 161
templates

final report, 583–585
for policies, 175

continued
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templates continued

for process improvement goals and metrics,
195–196, 198–199

for Project Plan, 356, 357–362
for project reporting, 459
for resource-tracking spreadsheet, 425–426

temporary employees, 507–508
testing. See also measurements; pilot projects

deliverables processing, 561–562
information against the product, 65–66
by information developers, 66
potential employees for basic skills, 256–257
process-development methodology, 24
usability, 140, 167
validation, 526–527

time tracking. See also productivity measures;
scheduling

best practice, 62–64
for calculating innovation ROI, 63
comparing estimates to actuals, 579–581, 583–584
cost control, 73
deliverables, 73
developing system for, 455–458
estimating future project resources, 62–63
helping team members manage time, 467
reclaiming writing time, 274–275
requesting new resources, 63
uncover problems, 483
weekly project form, 455–456

tools
accounting for costs, 216
asking for references from vendors, 215–216
business case for acquiring, 209–210
categories, 210
characteristics, 210–212
controlled writing, 531, 544
corporate technology standards, 212–213
developing requirements, 210–213
evaluating alternatives to purchasing, 215
global strategy, 218–220
managing for the long term, 217–218

open-source, 215
pilot project, 217
portfolio analysis, 208
Production Phase, 554
proof-of-concept project, 216
questions to ask, 205, 207–208
Request for Information (RFI), 213, 215
Request for Proposal (RFP), 213, 215
sample analysis by class (table), 210–212
strategy for business goals, 207–210
technology-related challenges, 485–486
vendor research and selection, 213–216

topic architecture. See also topic list
adjusting project scope, 479–480
aligning topic development with product

development, 451
assigning metadata, 416, 417
assigning topics to deliverables, 412
assigning topics to milestones, 451
automated workflow systems, 458
breaking deliverables down by topics, 433–434
collaboration advantages, 496–497
concentrating on customer needs, 433–434
conceptual information, 404
conceptual information, 405–409
cost reduction, 74
designing topics for reuse, 196
developing collaborative teams, 498–499
developing content plans for deliverables, 399–411
developing estimates using top-down metrics,

434–435
developing indexes, 415–417
developing topic milestones, 450–458
developmental editor skills, 66
domain specialization, 232
estimating project based on revisions of existing

content, 438–439
estimating resources based on topics, 433
evaluating impact of changes on project, 471–472
evaluating topic complexity and risk, 436
hierarchical arrangement of topics, 412, 413
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information planning, 62
mapping hierarchies and creating related-topic links,

412–415
milestone tracking, 452–453
moving from book-based models, 225–226, 229,

255, 432–433
moving from tracking deliverables to tracking topics,

432–442
multiple estimating techniques, 436–438
quality assurance strengthened, 64, 65
reference information, 406–409
relationship table for linking topics, 412, 414–415
reuse, 62, 74
structure development, 524

topic list, 402–422
Total Factor Productivity (TFP), 251–252
tracking. See Development Phase of projects;

measurements; scheduling; time tracking
training staff. See also growth; hiring

assertiveness, 255–256
Balanced Scorecard perspective, 96, 97, 101–102
best practice, 67–69, 257–259
directing toward organizational goals, 101–102
encouraging participation in programs, 258–259
encouraging personal learning projects, 258
funding for, in “no budget” organization, 113
investing in professional development, 257–259
mentoring and apprenticeship, 266
minimalist approach, 22
ownership of projects, 22, 328
tools, 218
translators, product training for, 549
types of programs, 257

translation. See also global environment; localization
automated publishing, 542
budgeting for, 539
case study, 538
content management and workflow, 540–542
controlled language tools for, 544
defined, 535
evaluating the project, 549–550

global standards for, 543
glossary, 547–548
graphics preparation for, 544–545
memory, 540–541, 549
multiple language repository, 540
pre-translation, 541
preparing content, 536, 542–545
product interface, 545
product training for translators, 549
requirements in Project Plan, 536–539
review process, 548
scheduling time for, 538–539
selecting a localization service provider, 546–550
summary, 550–551
translation memory, 540–541, 549

translation coordinators, 428, 429

U
usability

evaluating project requirements, 367–368
usability testing

for analyzing customer information requirements, 140
described, 140
information design improvements following, 483
for overcoming cognitive hurdles, 292
for quality assurance, 516, 529

use cases, 401–402
user and task analysis

conducting, 164–165
for describing project customers, 366–367

user profiles. See also user scenarios, 160–167
communicating to team members, 178–179
defined, 157, 165
key to successful Information Model, 159, 165
project-specific, 178
requirements for developing, 179–180
role-related tasks for network administration, 162
typical profile, 157–158

user scenarios. See also user profiles, 171–180
Content Plan development, 401–402
defined, 157, 165

continued
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user scenarios continued

developing Information Model from, 168–178
key to successful Information Model, 159, 165
NOC technician example, 158–159
RFPs, 213, 215
task list derived from, 402
understanding users’ information agendas, 165–167
uses for, 158–159

user site studies, 164–165, 529–530
users. See customers

V
validation testing, 526–527
value analysis, 63
vendor coordinator responsibilities, 559
vendors for outsourcing

localization service providers, 546–547
low-priced, avoiding, 247–248
process maturity issues, 246–247
production, working with, 572–575
selecting on basis of quality, 246–247

vendors of tools, 214–216
verifying deliverables, 572
vision, project. See also envisioning a project

communicating to stakeholders, 369
preserving amid changes, 476
reiterating, 488
stating for larger project, 363–364
for types of projects, 370
usefulness of, 368

visionary role, 9

W
Web resources

Dependency Calculator, 383
Oracle information website, 208

workflow, automated, 458, 541–542
writing tests, 256
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