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Foreword

ISO (the International Organization for Standardization) and IEC (the International Electrotechnical
Commission) form the specialized system for worldwide standardization. National bodies that are
members of ISO or IEC participate in the development of International Standards through technical
committees established by the respective organization to deal with particular fields of technical
activity. ISO and IEC technical committees collaborate in fields of mutual interest. Other international
organizations, governmental and non-governmental, in liaison with ISO and IEC, also take part in the
work. In the field of information technology, ISO and IEC have established a joint technical committee,
ISO/IEC | e

IEEE Stan
Committe

Hards documents are developed within the IEEE Societies and the Standards Coordihat
bs of the IEEE Standards Association (IEEE-SA) Standards Board. The IEEE dévelops
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its

standards

Institute, y
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Internatio
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through a consensus development process, approved by the American NationahStanda
vhich brings together volunteers representing varied viewpoints and intereststo achieve
ict. Volunteers are not necessarily members of the Institute and serve without'compensati
IEEE administers the process and establishes rules to promote fairnéss in the consen
bnt process, the IEEE does not independently evaluate, test, or verify'the accuracy of anjy
ation contained in its standards.

hal Standards are drafted in accordance with the rules giveninthe ISO/IEC Directives, P
w.iso.org/directives).
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The main {
Standards
Publicatio

ask of the joint technical committee is to prepare International Standards. Draft International
adopted by the joint technical committee are circulated to national bodies for voting.
h as a standard requires approval by at least 75 % of‘the national bodies casting a vote.

Attention
matter co
to the exiy
for identif
inquiries

s called to the possibility that implementationlef this standard may require the use of subject
vered by patent rights. By publication of this standard, no position is taken with resplect
tence or validity of any patent rights in.eonnection therewith. ISO/IEEE is not responsible
ying essential patents or patent claims‘for which a license may be required, for conducting
nto the legal validity or scope of-patents or patent claims or determining whether any
licensing ferms or conditions provided in.¢onnection with submission of a Letter of Assurance dr a
Patent Stafement and Licensing Declaration Form, if any, or in any licensing agreements are reasongble
or non-digcriminatory. Users of this standard are expressly advised that determination of the validity
of any patent rights, and the risk ofiinfringement of such rights, is entirely their own responsibility.
Further infformation may be obtained from ISO or the IEEE Standards Association.

This document was prepared by Joint Technical Committee ISO/IEC JTC 1, Information technold
Subcommittee SC 7, Software and systems engineering, in cooperation with the Software & Syste
Engineering StandardsyCommittee of the IEEE Computer Society of the IEEE, under the Part
Standards| Development Organization cooperation agreement between ISO and IEEE.

9Y)
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ner

This seconpd edition of ISO/IEC/IEEE 26511 cancels and replaces ISO/IEC/IEEE 26511:2011, which
been techiically'revised. The main changes compared to the previous edition are as follows:

1aS

increased emphasis on Strategic planning to deveiop a COMpPIeNensivVe CONteNt SIrategy;
introduction of comprehensive information for managing the translation and localization process;
comprehensive requirements for conducting a user needs assessment;

comprehensive requirements for managing an ongoing project;

focused information on customer quality and project productivity and efficiency measurements; and

information on process maturity.

Any feedback or questions on this document should be directed to the user’s national standards body. A
complete listing of these bodies can be found at www.iso.org/members.html.
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Introduction

Effective management of information for users makes information for users usable, accurate, and
delivered when needed by the users. Information managed effectively is produced efficiently and
maintained in response to software and system updates and changing user requirements. This
document addresses the management of information for users in terms of the overall strategic direction
of the information, its initial development, and its subsequent updates.

The role of the 1nformat10n development manager is comprehenswe The manager is responsible
for 3 ] assessment,
slatlon productlon and dellvery, and quality and product1v1ty measurements The mahager may
egate some or all of these responsibilities to well-qualified staff members.

brmation development takes place in organizations of all types, including gévernment entities,

corjporations, and non-profit organizations.

Effective, well-designed, appropriately delivered information for users increases the feturn on
investment for the development of a software or systems product. It helpg’tofeduce the cost pf training
anﬁ support, enabling the users to decrease the time required to produ€tively use a product.|As such, it
enhances the reputation of the product, its producer, and its suppliers.

The development of effective information for users should be\régarded as an integral part of the
soffware and systems lifecycle processes from the planning and-design stages onwards.

Th
eng

s document was developed to assist users of ISO/WEE/IEEE 15288:2015, Systems and software
ineering — System life cycle processes or ISO/IEC/IEEE 12207:2017, Systems and software ejigineering

prd
dey

cess. This document defines the information-management process from the in

andl evaluate information-development.

NO
ma

['E Other documents in the ISO/IEC 265NN family address the documentation and i
hagement processes from the viewpointof information designers and developers, testers and rev,

Software life cycle processes to manage informatioen for users as part of the Information Mz

relopment manager's point of view. It was developed to assist those who provide input td

nagement
ormation-
, perform,

hformation
ewers, and

acquirers and suppliers.

Beyond the development and production of user manuals, help systems, or sets of information for a
single software product, it applies to a broader range of information management oppprtunities,
including information for ‘those who install, implement, administer, and operate softwarg, services,
and systems for end_users. Frequently, information-development managers are responsilple for the
deyelopment and regse of information (content management) for the following:

updates of user information as the software or system is updated;
reuse gradaptations of information to support related products;

multiple translated or localized versions of information for users; and

L1 £ 1ot J . C 4 pa | 1 4 H ol H pa | 41 3 h'
d pPpultivnu vl uliridatcu HNIIUT III4ativirm-ucvCIUPIHITIT PTIUJCULS UTIHHT S 1TIdIIdgCU CUTICUT TTIItLY Wlt 1n an

organization.

This document is not intended to advocate the use of either printed or electronic media for information
for users or any particular information management, content management, information testing, or
project management tools or protocols.

© ISO/IEC 2018 - All rights reserved
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Systems and software engineering — Requirements for
managers of information for users of systems, software,
and services

1

Th{s document supports the needs of users for consistent, complete, accurate, and usable.in

It provides requirements for strategy, planning, managing, staffing, translation, productien, 3

Scope

formation.
nd quality

andl process-maturity assessment for managers of information for users. It specifies progesses and

pra
cyq

Th

Th

infprmation developers. This document can also be consulted by those with other roles and i

developing a comprehensive strategy for information developnient;
assessing user information needs;

planning and managing an information-development project;
staffing and forming information-developmentteams;

reviewing and testing information for users;

managing the translation process;

publishing and delivering information for users;

evaluating customer satisfaction and information quality;
measuring productivity,efficiency, and costs; and

evaluating organizational maturity.

s document is applicable for use by managers of information for users or organizaf

cedures for managing information for users throughout the product- or systems-develogpment life
le. It also includes requirements for key documents produced for managinginformation| for users,
including strategic and project plans.

This document provides an overview of the information-managementprocesses that are specific for

thgd management of information for users. It addresses the followingactivities:

b guidance in this/document applies to multiple project management approaches, inclyding both
agile and traditional practices. Traditional practices can encompass predictive, waterfall, or
doywn management methods. Where certain practices are common in agile project manage
arg noted.

other top-
ment, they

ions with
hterests in

the process ot developing information for users:

managers of the product and system development process;
acquirers of information for users prepared by suppliers;
experienced information developers who prepare information for users;

human-factors experts who identify principles for making information for users more
and easily used; and

accessible

user interface designers and ergonomics experts working together to design the presentation of

information.

© ISO/IEC 2018 - All rights reserved
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This document can be applied to manage the following types of information for users, although it does
not cover all aspects of them:

and development, based on reuse of user information topics;

multimedia marketing presentations using animation, video, and sound;

information developed for virtual and augmented reality presentations;

information for user assistance, training, marketing, and systems documentation for product design

computer-based training (CBT) packages and course materials intended primarily for use in formal

traini

inforn

2

The folloW
constitute
undated r

Norn

ISO/IEC/1
ISO/IEC/1

3 Term

g programs; and

hation describing the internal operation of products.

native references

ing documents are referred to in the text in such a way that some orall of their cont
s requirements of this document. For dated references, only the edition cited applies.
bferences, the latest edition of the referenced document (including any’amendments) appli

LEE 12207:2017, Systems and software engineering — Software.life-cycle processes

LEE 15288:2015, Systems and software engineering — System-ife cycle processes

s, definitions, and abbreviations

For the pulrposes of this document, the following terms and-definitions apply.

ISO, IEC 2
addresses

IEEE §

NOTE 1
reference t

NOTE 2
activities, 1

NOTE 3
24765:2017,

nd IEEE maintain terminological databases for use in standardization at the follow

ctropedia: available at http://wwwzelectropedia.org

IEC Elf
ISO Online browsing platform: available at https://www.iso.org/obp

tandards Dictionary Onlingyavailable at http://ieeexplore.ieee.org/xpls/dictionary

The verb “include” used in this document indicates that either (1) the information is present or (
b the information is listed.

This document refers to “the manager,” which applies to anyone performing the required managemn
egardless of title'or responsibilities.

Additional terms and definitions relating to information management can be found is ISO/IEC/I
Systemis-and software engineering — Vocabulary.

3.11

ent
For
S.

[¢)

ing

D

—

ent

vEE

accessibility
extent to which products, systems, services, environments and facilities can be used by people from
a population with the widest range of characteristics and capabilities to achieve a specified goal in a
specified context of use

[SOURCE:

ISO/IEC 25064:2013]

© ISO/IEC 2018 - All rights reserved
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3.1.2

annotated topic list

ATL

list of all topics to be included in an information-development project with annotations that can include
writer, where used, file name, and additional data

3.1.3
archiving
process of placing a version of a document in a less frequently used storage area

3.14
augmented reality system

view of the physical world that is supplemented by computer-generated text, images, data;or other media

3.1.5
authoring environment
todlset used to create, store, and manage content units

3.6
burndown chart
grgph that represents the work remaining to do on a project

3.17

component content management system
CCMS

corptent management system that supports the entire dodument- or information-development life cycle
from authoring through review and publishing, including the reuse of modular content

3.1.8
conpditional text
text that is marked to be excluded from one ar,more versions of a final content deliverable

3.1.9
customer
organization or person that receivesa product or service

[SQURCE: ISO/IEC/IEEE 122072017, modified, Note 1 to entry and EXAMPLE have been delefed.]

3.110
cy¢le time
tinje associated withone complete operation of a repetitive process

[SQURCE: ISO 16484-2:2004]

3.1.11
didastersrecovery
ability ef’the Information and Communications Technology elements of an organization to qupport its
critical’business functions to an acceptable level within a predetermined period following a disaster

[SOURCE: ISO/IEC 19086-1:2016, modified, ICT has been replaced by Information and Communications
Technology.]

3.1.12

disposition

range of processes associated with implementing retention, destruction or transfer decisions which are
documented in disposition or other instruments

[SOURCE: ISO 16175-2:2011, modified, article “a” has been removed before the word “range.”]

© ISO/IEC 2018 - All rights reserved
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3.1.13

Darwin Information Typing Architecture

DITA

XML-based architecture for authoring, producing, and delivering topic-oriented, information-typed
content that can be reused and single-sourced in a variety of ways

3.1.14
embedded help system
information for users that is delivered as an integral part of a piece of software

3.1.15
extensible markup language
XML
formal larjguage used to specify the structure of XML documents, specified in the XML Schéma Paft 1
—Structures Recommendation

[SOURCE: [SO 10303-28:2007]

3.1.16
information architecture
structure pf an information space and the semantics for accessing required task objects, system objdcts
and other information

[SOURCE: [ISO/IEC TR 25060:2010, modified, domain <human-centred> has been removed from fhe
beginning|of the definition and NOTE has been removed.]

3.1.17
information developer
person who prepares the content and visuals for information for users

3.1.18
information type
category df topics, such as concepts, tasks, or reference

3.1.19
intellectual property
output of ¢reative human thought process that has some intellectual or informational value

3.1.20
markup language
method of{defining and describing the structure of different types of electronic documents

3.1.21
metadat
data that describelother data

[SOURCE: [SO/AIEC 25024:2015]

3.1.22
minimalism

principle for the selection of information for users that supports task performance, troubleshooting,
and problem resolution

[SOURCE: ISO/IEC/IEEE 26515]

3.1.23

process maturity

extent to which an organizational unit consistently implements processes within a defined scope that
contributes to the achievement of its business needs (current or projected)

[SOURCE: ISO/IEC 33001:2015, modified, term was originally “organizational process maturity,”
definition included article “the” preceding the definition, and Note 1 to entry has been removed.]

© ISO/IEC 2018 - All rights reserved
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3.1.24
repository
organized and persistent data storage that allows data retrieval

[SOURCE: ISO/IEC 29155-1:2011, modified, Note 1 to entry has been removed.]

3.1.25
roadmap
detailed plan to guide progress towards a goal

[SOURCE: ISO/TR 14639-2:2014]

:2018(E)

3.
se(

prd
thd

[Sd

.26

urity

tection of information and data so that unauthorized persons or systems cannot'read
m and authorized persons or systems are not denied access to them

URCE: ISO/IEC 12207:2008]

3.1(27
source language
laniguage of the source from which content is rendered into the targetlanguage

[Sq

3.1.28

St4
ST
cor
do

Nof
(ST

3.1.29

sta
ind
chd

[SQ
beg

3.1.30

sug

prd
org

[Sq

URCE: ISO 13611:2014]

ndard Technical English
E
trolled language that includes a set of writing«ules and a basic dictionary for writing
umentation

e 1 to entry: The STE specification is maintaified by the ASD Simplified Technical English Mainten
EMG). The current specification is Issue 6, 15 January 2013.

keholder
ividual or organization having-a right, share, claim, or interest in a system or in its pog
racteristics that meet theifmeeds and expectations

URCE: ISO/IEC/IEEE 15288:2015, modified, EXAMPLE has been removed and Note 1 to
n removed.]

cession plan
cess foridéntifying and developing current employees with the potential to fill key posit
anization

URCE: 1SO 30400:2016]

or modify

technical

ance Group

session of

entry has

ons in the

31

31

system testing
testing conducted on a complete, integrated system to evaluate the system's compliance with its
specified requirements

[SOURCE: IEEE 1012-2012]

31

32

targetlanguage
language into which source language content is translated

[SOURCE: ISO 13611:2014, modified, the word “translated” has replaced the word “rendered.”]
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taxonomy
scheme that partitions a body of knowledge and defines the relationships among the pieces

3.1.34

terminology management system
software tool specifically designed for collecting, maintaining, and accessing terminological data

[SOURCE: ISO 26162:2012]

3.1.35

topic
small part

[SOURCE:

3.1.36
unicode
system of
is identifie
3.1.37
usability
test to de
its users

[SOURCE:

3.1.38
user
individual

[SOURCE:

3.1.39
user prof
set of attr
a service,

[SOURCE:

3.1.40
version c
establish
that make

3.1.41

of a document that deals with a single subject

[SO/IEC 26514:2008, modified, NOTE 1 has been removed.]

uniquely identifying (numbering) characters such that nearly any character in any langu
d

fest
ermine whether an implemented system fulfills its functiohal purpose as determined|

[SO/IEC 2382:2015, modified, Notes 1 and 2 to entry have been removed.]

or organization that uses the system or software to perform a specific function

[SO/IEC 25000:2014]

les

1sed to control the parts ofithe system or web page that users can access

[SO/IEC/IEEE 23026:2015]

ntrol
ent and mdintenance of baselines and the identification and control of changes to baseli
it possibleto return to the previous baseline

value chaj

[SOURCE:
3.1.42

hge

by

butes that are unique to a specific user or user group, such as job function or subscription to

nes

IS0 26000:2010, modified, Notes 1 and 2 to entry have been removed.]

work breakdown structure
deliverable-oriented hierarchical decomposition of the work to be executed by the project team to
accomplish the project objectives and create the required deliverables
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3.2 Abbreviations

API Application Programming Interface, Application Program Interface
ATL Annotated Topic List

CBT Computer-Based Training

CCMS Component Content Management System

CD-ROM Compact Disk Read-Only Memary

CE Conformité Européenne

CMS Content Management System

DITA Darwin Information Typing Architecture

ECD Engineering Change Order

FIGS French, Italian, German, and Spanish

HTML HyperText Markup Language

M Machine Translation

OAPIS Organization for the Advancement of Structured Information Standards
oJT On-the-Job Training

SMIE Subject Matter Expert

STE Standard Technical English

SVG Scalable Vector Graphics

SWOT Strengths, Weaknesses, Opportunities, and Threats

™ Translation Memory

WRS Work Breakdown Structure

XML eXtensible Markup Language

4 | Conformance

The réquirements in this document extend the requirements of the Information Manageme
contained in normative standards IQOI/IP(‘/IPF‘P 15288:2015 6 3 6 _ar IQﬂI/IP(‘I/IF‘(‘ 12207:2

it process

17, 6.3.6.

Throughout this document, "shall” is used to express a provision that is binding, "should" to express a
recommendation among other possibilities, and "may" to indicate a course of action permissible within
the limits of this document.

Use of the nomenclature of this document for the parts of information for users (for example, chapters,
topics, pages, screens, windows) is not required to claim conformance.

This document may be included or referenced in contracts or similar agreements when the parties
(called the acquirer and the supplier) agree that the supplier will deliver services and systems in
accordance with the standard. This document may also be adopted as an in-house standard by a project
or organization that decides to acquire information for users from another part of the organization in

acc

ordance with the standard.

© ISO/IEC 2018 - All rights reserved
© IEEE 2018 - All rights reserved


https://iecnorm.com/api/?name=15070ef7c5868f1e1bc2616fcf30eead

ISO/IEC/IEEE 26511:2018(E)

5 Managing strategy for information development

5.1 Information-development strategy defined

Strategy is a high-level plan to achieve one or more goals in conditions of uncertainty and with the
resources available. Ideally, strategy is consciously planned, but strategy also emerges as a pattern
of activity as an organization adapts to its environment or competes with other organizations. In
information development, strategy should be developed as a result of answering questions such as the
following:

— What[contentis required by customers and other users?/

— How will the information-development group develop, test, maintain, translate, produce, and
distribute that content?

— Whatjare the important values for the information for users? For example, what is the “mean time
to productivity” for customers using the product and associated information forisers?

— Whatltools are needed?

— Whatprocesses will be followed?

— How will the information-development organization meet cost targets and schedules?
— Whatpre the organization's goals and strategies?

— Whatfis the business environment?

— Whatpre the most important priorities?

— How dlo the content and information-development’'processes add value to the organization gnd
support its goals?

— How will the success of the strategy be measured?

Strategy reflects the value an organizatien places on providing information that users need to learn
and to funfction effectively.

NOTE Related standards of valuete'information-development managers and others involved in the prodess
include ISQ/IEC 26514:2008, (also available as IEEE Std 26514-2010), ISO/IEC/IEEE 26513:2017, ISO/IEC/IEEE
26515, and|ISO/IEC/IEEE 26512.

5.1.1 Purpose of strategy

Strategy i$ important for information development because information development has a significant
impact on|the overall organization, its products, and its customers. Information development affgcts
many other fanctional areas in a larger organization and uses inputs from them to do its wark.
Informatitl)n development’s outputs are used by others in the overall organization, as well as|by
customers.

Planned and executed well, information for users positively affects users’ experience with the product.
In some organizations, the information is itself the product. Good planning and execution of information
development minimizes costs and reduces time to market. Good execution is based on good strategic
planning.

Poor planning and execution can delay product launches, disappoint customers, and increase costs.

5.1.2 Responsibility for strategic planning

The role of the information-development manager is clarified in relationship to strategic planning in this
clause. In subsequent clauses, the role includes the management of information-development projects.
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Both roles are described and may be executed by different individuals as stated. The information-
development manager is responsible for the information-development strategy, but the manager
should not develop the strategy alone. The manager should collaborate with appropriate personnel in
other organizations. Some strategic work may be delegated to experienced high-level personnel in the
information-development organization or to outside consultants.

See 5.2, Stakeholders, for more information about potential participants in the strategic work.

5.1.3 Frequency of strategic work
Th L luauascn ohuu}d ICV ;CVV cull Cllt l.ll Cl\,t;\,CD Cllld dCtCl lllillc ;11 \.u}}abul at;uu \A4 ;th ota}\chulk erS WhiCh

ts of the information-development strategy to articulate or update at these points in the grocess:

pal

when no information-development strategy has been articulated;

when characteristics of a new project require the information-development §trategy to t
or modified;

e adapted

when the information-development organization is new;
when new technical trends emerge;
when the information-development organization has a manager for the first time; and

when a new manager takes over the information-development organization.

M
re
on

pa

agers should participate in the higher-level organization’s strategic planning, at least as
uired by the organization. Note that the informatign-development manager should colla
with people in his or her own reporting struetures, but also with relevant stakeholde
ts of the organization. With input from higherimanagement, the manager should determir

often as is
borate not
's in other
e whether

andl when more frequent strategic work is necessary or beneficial.

5.1.4 Reporting structure

Malnagers in information development report to a variety of groups in an organization, such as
Malrketing, Product Development,-or Customer Support. This variety of reporting structyres arises
beg¢ause information developmient needs inputs from and provides outputs to many groyps in any
organization. No matter where information development reports, the manager should collabprate with
key stakeholders in all relevant organizations when developing strategy.

5.1.5 Compliance

At
thd

minimum, the'information for users should meet language requirements for information fpr users in

countries where the product will be sold.

Furthefmore, information for users is an integral part of the product. The entire system [(including
usgrinformation products) should be considered as a whole for certain regulatory and dompliance
reqUiTenents. T e information for users should accuratety Teffect wiat s detivered to users by that
system and help users to meet their goals.

Therefore, the manager or responsible party should consider legal and regulatory requirements for
user information and should collaborate with the manager for the software or system as a whole.
The manager or responsible party or parties may seek advice from country or regional stakeholders
to assess the legal and regulatory requirements for each country and region in which products are
distributed. This action includes determining required languages for each country or distribution area.
The manager may consult with other organizations within the organization for additional guidance
so that the information for users meets legal and regulatory requirements. Depending upon the
organization, these may include the following:

Export and import controls;
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© IEEE 2018 - All rights reserved


https://iecnorm.com/api/?name=15070ef7c5868f1e1bc2616fcf30eead

ISO/IEC/IEEE 26511:2018(E)

Legal;

Safety;

Information security;

Quality;

Compliance;

Regulatory affairs;

Packa

Marke

NOTE
can be exp
where conf
marKkis als

lging;

ting surveillance authorities.

Fessed by a special marking. This practice applies especially to the European Ecofiomic Area (El
prmity with European harmonization legislation is expressed by CE-marking. In some industries, 3
h required in many countries outside Europe.

5.2 Stakeholders

The mana
informatic
for users,
organizations that use content, and organizations that process outputs from information developms
Some org3
developmsg

10

Custo

M
T4
S4

Group

M
P
R
Sy

ber shall collaborate with stakeholders in other groups withjn.the organization to develop
n-development strategy. Note that customers also have an-important stake in informat
Stakeholders include organizations with inputs needed by information developmsg

Inizations provide input to information development and also use outputs from informat
ent. Depending upon the organization, these groGps'may include the following.

mer-facing groups, such as the following:

arketing;

chnical support services; and

les, potentially both centralized’and worldwide or geography-specific.
s with inputs needed by infermation development, such as:

arketing;

roduct development;

bsearch andsdevelopment or engineering;

rstems;

[n some economic areas a declaration of conformity is required for certain products¢ The confornity

FA),
CE

the
ion
nt,
bnt.
ion

S(l)ftware;

Hardware;

Regulatory affairs;

Human factors;

Quality;

Safety; and
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Groups that use content or process outputs from information development, such as the following:

— Translation and localization;
— Technical support services;
— Packaging;

— Configuration assurance;

5.3

The information-development strategy shall «align with the organization’s strategy. This

ouf
or

5.3

Th
org
cay
ted

Th

— Regulatory affairs;

— Distribution;

— Testing;

— Release management;
— Manufacturing;

— Operations; and

— Training.
Manager’s strategic tasks and potential actionis to support them

.1 General

lines potential actions to support strategie,tasks. The manager may use some or all of the
hdditional actions to accomplish the tasks.

.2 Business environment and organization situation

anization (or business unitiif applicable), its direction, and its strategic plans. The busines
include factors such as)product maturity, competitive landscape, industry or marke
hnology involved is incremental or disruptive, and regulatory and legal controls.

e manager should-also consider the following:
Read medija-articles about the enterprise.
Reviewannual and interim reports.

Review enterprise mission and vision statements.

subclause
se actions

e manager should understand and assess the current business environment and the situaftion of the

5 situation
, whether

Review feedback from customer support and user satisfaction surveys.
Attend/participate in strategy meetings.
Gather and review existing strategy presentations and plans.

Interview stakeholders about enterprise strategy, goals, and tactics.

Research the organization's market share and health of the relationship with its customers.
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5.3.3 Organizational alignment

Based on factors such as user needs for information, the business environment, the organization’s
situation, the product portfolio, product and technology roadmaps, and the organization's strategic
direction, the manager should develop the information-development strategy and information-
development goals to align with the strategies and goals of the organization or business unit. The
manager may develop a mission statement for the information-development organization and its
outputs, including the information for users.

5.3.4 Product portfolio

The mantger should understand the product portfolio and how the information-developmlent
organization supports the portfolio.

The manager should also consider the following:

— Revie the current product portfolio and how those products meet customer needs’
— Determine product development methodology (traditional, agile, or combination).
— Learn|about new product directions.

— Review product or technology roadmaps if available.

— Learn|what products or types of products will continue to be suppérted and what will be phased put
and when.

— Evalupte customer demographics and whether and how(they are changing.

— Learn|about acquisitions if applicable.

5.3.5 Information-development organization

The manager shall review and assess the current state of the information-development organization.
The manager may delegate some of these activities:

— Invenfory existing content.

— Review information quality.

— Develpp or review a list ofinformation types, including their audiences and their attributes.
— Review current staffing strategy if one exists.

— Revie currentstaff and roles.

— Analype théinformation-development organization’s strengths, weaknesses, opportunities, and
threats (SWOT).

— Review the organization's mission and vision statements.
— Analyze the relative importance of cost, cycle time, and accuracy of the organization’s content.
— Determine how well the organization’s content currently aligns with enterprise needs.

— Review with information-development staff whether and how well information development is
receiving required inputs.

— Review with information-development staff what outputs information development provides to
what organizations.

— Evaluate information-development life cycle processes currently in place (see [5]).
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— Evaluate tools currently in place (see [42]).
— Evaluate the information-development organization’s process maturity (see Clause 15).

— Assess the current communication strategy (see Clause 5.4.6 on Communication).

5.3.6 Stakeholder needs
The manager should analyze stakeholder needs, as follows:

— Develop a list of stakeholders.

— | Determine how and how well the information-development organization currently~supports the
needs of the larger organization, and how the information-development organization fan better
align with larger organization's needs and strategies.

— | Gather stakeholder feedback through interviews and surveys, addressing questions sucH as:
— Whatis information development doing well that it should continue/doing?
— What inputs does the organization provide to information develepment?
— What outputs does the organization need from information,development?
— How can information development improve?

— How can new technical developments improve user experience?

5.3.7 User needs

The manager shall analyze user needs for infofination, as follows:
a) | Determine how the information-development organization currently supports the needd of users.
b) | Determine how well the content niéets user needs.

c) | Analyze gaps and how they cawbe closed.

5.3.8 Vision

Depending upon how fatthe information-development organization currently is from where fit needs to
be o align information for users with the larger organization's strategies, the manager shoulld develop
a vjsion for the future. Such a vision should consist of a strategy for which content is needefl and how
thg content will-be developed, maintained, translated, produced, and distributed. The visiop may also
include tools:ieeded and new or revised processes. If the gaps between the current and envis;Lned state
arg great,'the manager should obtain stakeholder support for the vision, as well as upper mgnagement
support.

Th\ wiciarn maayr ho avtandad s o A nlosnnt oo day oo Tha yroodnao ol d £ 0 A ”here the
- VIOIUII luu_y Ul CAtlCITULU 1IIILU™ A ubv\/lut}lll\/ll\, lUCI\/llllalJ- I IIC luauuluy JITUUIU TUCUS Ul v

information-development manager wants to take the organization in a prescribed time frame such as 3
years or 5 years. The roadmap predicts how the organization will grow, mature, improve, and expand

its value.

5.3.9 Executing strategy

The manager should develop tactics, action plans, and timelines for executing the information-
development strategy. The manager should set priorities and develop a plan with multiple phases for
implementing the strategy. The manager should set priorities for implementation with input from
stakeholders and with management approval if necessary. Sometimes implementation requires project
or budget approval, which may be accomplished as part of the larger organization's regular project
approval process, or as a separate information-development project. In any case, the manager should
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obtain stakeholder buy-in and support for any special projects required to implement the strategy, as
well as approval from higher levels of management. Depending upon the size and nature of projects and
organization's policy needed to accomplish the future vision, some information-development projects
or parts of projects should be planned as capital investments. An example is the implementation of a
content management system.

5.4 Key decisions

5.4.1 General

The manager should make and implement policies with input from key stakeholders as described in fhe
following $ubclauses.

5.4.2 Information-product delivery structure

The mandger should support the development of an information-product delivery-structure. The
informatign-product delivery structure includes a list of deliverables that is strdetured by audierjce,
purpose, pr product type. Deliverable lists should include what media theldeliverables are|in.
Deliverables can be distributed in more than one form, such as:

p— e

— physigal labels on hardware products or components;
— paper]or electronic documents such as PDFs;

— indivifual topics;

— integrfated into software or systems;

— web-Hased collections; and

— mobil¢ devices.

5.4.3 Inftellectual property

The mandger should collaborate with *other organizations such as legal, marketing, and custorper
support t¢ determine whether some-ihformation is intellectual property that should not be publjcly
available. [The decision may be difficult when customers need such information. In some organizatiqns,
such inforjmation is considered corfidential until the product is released. Alternately, distribution of
intellectugl property may be.confined to internal personnel or only to customers and not released to
competitofs or the general population.

5.4.4 Cgntent management system

The manajger should determine whether the information-development organization needs a content
management. system (CMS), needs additional functionality in the CMS, or needs a new CMS. If so, the
manager $houdd build a business case with the support of Finance and other stakeholders to obthin
approval.

NOTE See [42] for details on the requirements for a component content management system.

5.4.5 Staffing

The manager shall determine how to staff to meet the larger organization's needs, including whether
and what to outsource, and when and what training or development is required due to changes. For
example, information-development organizations that are implementing content management systems
often need training and incentives to boost collaboration within the information-development
organization and across functions within the larger organization. The manager should take into
consideration the location of workers, whether and how remote workers are to be used, and how to
manage multiple locations if applicable. See Clause 9 on Staffing.
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The manager should develop and implement a communication plan. In doing so, the manager should

consider the following:
— what meetings will be required;
— how cross-functional teams will be included;

— how distributed team members in other locations and time zones will be included;

— VV}liL}l VVCC}\}_)’ I'CTPUl tb dlT I Cbluil Cd,

— | what systems are in place to track project activities;
— | which review meetings have been scheduled;

— | how project status has been communicated; and

— | how issues are communicated, logged, and resolved.

.7 Information development methodology

The manager shall make decisions on and implement processes required to support th
deyelopment methodology. The product development methedology may be traditional,
corpbination of both. The manager shall document the processes. The information-de
mefthodology can be agile even when the product development methodology is traditional.

5.4.8 Project management

The manager should prepare a work breakdewn structure for each project or group o
Sulpclause 7.2.11 lists recommended high-lev&l WBS elements.

The manager should implement or adaptthe larger organization's time-tracking system to by
task durations.

The manager should document “and disseminate information-development dependencies
relevant groups. Dependencie$ are inputs that are required or tasks to be completed before in
deyelopment will be able tg accomplish its tasks.

5.4.9 Informatiominanagement, version and change control, and archiving

The manager shall develop a long-term content life cycle policy or process for controlling in

e product
gile, or a
velopment

[ projects.

ild typical

to other
formation

formation

forfusers, verSioning or changing it, and archiving it. The manager shall indicate at which ilestones

infprmatiof for users shall be put under control in information development or the larger org
sygtem(s}.

hnization's

Foif exdmple, potential milestones that can trigger a version of information for users to be

put under

control could include when a version goes to translation, when a version is sent to a regulatory body, or

when a version is released by the larger organization.

The policy or process should include the following areas:

— the organization's information management and change management philosophy and practices;

— theregulatory and legal requirements in the countries in which the products are distributed;

— how information development implements change control and versioning;
— whether change histories are maintained for individual documents; and

— when and how information versions are archived for legal and historical purposes.
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5.4.10 Establishing a long-term content life cycle policy

As part of the strategic planning process and according to the larger organization's policy(ies) or
work instructions, the manager should establish the criteria that trigger the following activities. The
manager should also communicate these triggers to the information-development organization and to
key stakeholders:

— updating and maintaining content;

— vetting changes;

— contr¢lling changes;

— reviewing changes;

— appropying changes;

— distributing changes; and

— remoVing content from view.

5.4.11 Mhanaging distribution

The mangger should collaborate with organizations such as marketing, sales, operations, gnd
distributi¢n to determine how information products will be distributed. Potential options include fthe
following:

— physigal labels affixed to product components or hardwarg;

— paper|documents distributed in packages with physical products;

— paper|documents distributed in response to orders;

— paper|documents distributed via push mechanisms such as proactive mailings to customers;
— electrpnic documents such as PDFs on awebsite;

— topics|integrated into software orsystems and delivered to the point of use; and

— topic ¢ollections on a website

5.4.12 Sdcurity and disaster recovery

The manalger shall determine that a policy and process exists for security and disaster recovery of
informatign for users:

Security means-that work-in-progress and outputs are protected from malicious or accidental
tampering, as well as unintentional destruction.

In addition, 1f some information 1s intellectual property to be distributed to only a limited audience,
and if such information is distributed via the internet, the manager shall determine that the security
system that is in place allows only the appropriate people to view that information.

The disaster recovery policy or process should document whether information-development
deliverables are necessary for the organization to recover from a disaster, and if so which deliverables. If
applicable, the policy or process should require that versions of information for users that shall remain
accessible are stored in redundant backup locations in case of a natural disaster or other emergency.
The policy may also affect suppliers such as print vendors and web services.

Often these policies are organization-wide and are the responsibility of information technology, quality,
or another organization-wide group.
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5.4.13 Acquisitions

The manager should understand whether acquisitions remain relatively autonomous or are integrated
into all organizational systems. If the larger organization integrates acquisitions, the manager should
assess the acquisition’s information, tools, staffing, processes, and other factors before developing an
action plan with timelines and guidelines for integrating the acquisition.

5.5 Translation and localization

The information architecture, processes, and the content of source- 1anguage information for users
ha €d uuge lIIlpd(,L OIl UI dIlbldLlUIl d[lu lU(,dllLdLlUIl lIlLlUUlIlg ITIOL UIlly COSLS UUL dlbU qudluy and CYCIG
time. Therefore, if translations or localization are required, the manager shall incorporate-iranslation
and localization requirements as a key component of strategic policies and plans. Sée) Clduse 11 on
trapslation and localization.

6 | Conducting a user needs assessment

6.1 User needs assessment defined

The manager shall direct a user needs assessment to obtain alclear understanding of yser tasks,
pracesses, and working environment. A user needs assessment is essential to develop content that
pravides the information that users require. When conducting-a user needs assessment, thg manager
maly include internal as well as external users.

NOFE1 Refer to ISO/IEC 25063:2014, Systems and software engineering — Systems and softwqre product
Qugqlity Requirements and Evaluation (SQuaRE) — Commien Industry Format (CIF) for usability: Context of use
desgription for a detailed description of conducting a user needs assessment.
NO[E2  Refer to ISO/IEC 25064:2013, Systems and software engineering — Systems and softwqre product
Qudlity Requirements and Evaluation (SQuaRE)}~<"Common Industry Format (CIF) for usability: User needs report
forpasic information on creating a report of a user needs assessment study.

Adgitional information can be found.in{7].

6.7 Components of the user needs assessment
As part of developing a needs assessment, the manager should direct the development of the following:
— | user profiles;

— | user environment analyses;

— | use cases‘and user scenarios; and

— | usér and task analyses.

it analysis
provides a representatlon of the env1ronment in Whlch the users interact w1th the products User task
analyses help to direct the structure and content of the information for users so that it supports user
roles and tasks.

NOTE1 ISO/IEC/IEEE 25064:2013, 6.7, provides a brief explanation of user data collection methods and
procedures.

NOTE 2  For detailed information on conducting a user and task analysis, refer to [7].

NOTE3  Additional information concerning a user needs assessment is presented in Annex A.
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7 Planning an information-development project

7.1 Information-development project planning defined

The manager shall establish an information-development project and provide crucial planning
information about the project that serves as a foundation for the information-development project
plan. In this process, the manager relies on the project expertise of the software, systems, or services
product manager, the information-development project manager or team leader, and the developers
and information developers assigned to the project.

An infornfation-development project plan should be developed for each Information-development
project, ingluding the following:

— new spftware, systems, services, and other projects requiring the development of new content;

— changes to software, systems, services, and other projects requiring the revision of-€Xisting contient
and the addition of new content; and

— information-development projects independent of the development of new. §¢ftware, systems, and
servides requiring new and revised content.

However, some projects are so small that developing a full project plad,consumes more time than
completing the project. In such instances, the manager may develop\generic plans to be used|on
standard ghort-duration projects of a particular type.

The plannjng information assembled by the manager should incltide the following:

— the pgsition in the product-development life cycle at which the information-development projedt is
most likely to begin;

— the methodology in place for the product development, such as traditional or agile development

— the goals of the product-development project, such as developing a new product or service, updating
an existing product or process, or improvihg the quality of an existing product or process;

— the sdope of the product-development project, including the number of product developers and
develgpment teams, the functionality to be developed or revised, and the customers for whom fhe
projedt is intended;

— the prpject stakeholders;
— the schedule of the product-development project; and

— risks associated with the product-development project, i.e., untested technology, new developmgent
team,|faster than normal schedule, or multiple components from both inside and outside fthe
organjzation.

The managerhall use this planning information to direct the development of an overall project plan or
the developmemntof the goalsof amagite project

7.2 Developing the information-development project plan

The manager shall direct the development of a plan for the information-development project. In small
organizations, the manager should develop the plan. In larger organizations, the manager may assign
the project planning to a team leader, information-development project manager, or the information
developers.

For simplicity of reference, each project plan is described as if it were published as a separate document.
However, plans shall be considered as conforming if they are unpublished but available in a repository
for reference, divided into separate documents or volumes, or combined with other information items
into one document. Use of the nomenclature for the plan titles or contents is not required to claim
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conformance with this document. The lists of contents (information items) do not specify a normative
sequence, structure of parts, or a list of section titles.

The manager shall establish the requirements for each information-development project plan. The
project plan may include the following sections:

— project title;
— date of issue and revision status;

— product and information project goals;

— | project scope;

— | audience profiles;

— | content to be developed, revised, or removed;
— | accessibility requirements;

— | translation and localization requirements;

— | project deliverables;

— | tools requirements for developing and producing the requiréed information and deliveraljles;
— | information reuse strategy;

— | information-development strategies and concepns, including change control and risky and risk
management;

— | schedule for information development, rewiew, testing, approval, translation and localigation, and
publication and delivery, including projectdependencies;

— | estimated project size, with reference to such information as the number of topics, illfistrations,
words, pages, error messages, coimands, or other parameters, depending on the natjure of the
information-development project;

— | estimated project budget atid budget dependencies;

— | information-development project team members and responsibilities;
— | product-development team members and responsibilities; and

— | project reviewers and approvers and responsibilities.

Auglience profiles should be developed and made available to everyone on the developmentfteam. The
personasshould be current or updated if the target users are altered.

Op 1onally, the pI‘O]eCt plan may include the level of security or confidentiality of each doc1|1ment and
WIl Wlll TECeive OT HdVE dCCESS L0 I'(:‘bLI'l(,LE(,l QOLumEHLb

An information-development plan should be prepared and approved before the development of
the information for users begins so that all parties agree on the objectives and methods to be
used. After approval, the plan should be distributed as widely as possible; this distribution should
include all information-development staff members and should include acquirer staff members and
subcontractors, if applicable. If subsequent changes are made to the information-development plan, the
manager notifies the affected stakeholders of the change.

A typical template for the information-development plan appears in Annex B.

An information-development plan should be developed at the beginning of each information-
development project and updated as necessary during the project as requirements, cost, and schedule
are changed.
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If a project is being developed using an agile development methodology, the initial information-
development plan should include the iterations to be developed and any milestones such as dates to
provide the information for manufacturing and translation schedules.

Within each agile development team, a high-level overview of the planned content of each iteration may
be developed. These plans are likely to be subject to change since the inclusion of new user requirements
may come into the project for inclusion in future releases at any time. See ISO/IEC 26515, Systems and
software engineering — Developing user documentation in an agile environment for details on the agile
process.

7.2.1 Idemtifying projectgoats
a

The manager, working with the project stakeholders, should investigate and define the busifiess and
technical goals of the project. A completely new product or service should be differentiatedfrom{an
existing pfroduct or service that is being revised. A project designed to correct errors in an existiing
product of service may also be described. A project may focus on improving the quality of informatfion
for users.

Carefully inderstanding and defining project goals will assist in focusing the information-developmient
project or] the information that is required by the organization to advancethe product- or service-
developmént goals or on information that will provide the most useful resources for the users.

A statemept of project goals may also include the prioritization of the project in relationship to other
scheduled|projects. A high priority project may require that staff besifted from lower priority projefts.

7.2.2 Analyzing project scope

The mandger, working with the product stakeholders; shall define the project scope in the inifial
informatign-development plan, recognizing that the scope may be redefined as more information abput
the project's goals emerge. The scope definition leads to the selection of team members, the estimat¢ of
team size,|the range of tasks required for project¢ompletion, and the technology required to complete
the projeqt. The project scope definition should list the functions already defined by the prodyct-
developmeént project.

The identification of project goals should’assist the manager in determining the scope of the informatipn-
developmeént effort. A project with relatively simple goals of updating existing functionality or addiing
a small nymber of functions may-result in an information-development effort with a short duratfion
(days or weeks) and minimal effort’in terms of assigned staff and time. A major project involved in fhe
developmént of a new produectlikely has a large scope with a duration of months or years and an effort
involving additions to existing staff and a substantial allocation of time.

7.2.3 Describing users of information

The inforthation-development project plan shall describe the users for whom the product- or service-
developmént, project is intended. Information on the intended users of a new product-developmgent
project capnbe’obtained from a variety of sources, including marketing, sales, support, training, 4nd
product management. Information on intended users for the revision or update of an existing product
or service should be obtained by direct user contacts as described in Clause 6, including:

— UuSer surveys;
— data from website analytics;

— user interviews conducted online or through telephone calls;

— user site visits; and

— additional methods of gathering information about user satisfaction and issues with existing

content.
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This user knowledge assists the information-development team in improving the usability and quality
of the updated and revised information.

7.2.4 Describing topics to be developed

The information-development plan shall include an estimate of the project size, with reference to such
information as the number of topics, illustrations, error messages, commands, or other parameters,
depending on the nature of the information-development project. Some estimates may include the
number of pages to be developed in a print- or PDF-based environment. Other estimates may include
the number of words to be developed, especially for information that has to conform to a publication

sizgsuch as productlabels or inserts.

For information environments that provide task-based support for product users, the in
deyelopment plan should list the tasks to be performed by the users of the product- d
deyelopment project and the supporting concept and reference topics. Although itiis unlikely|
will have been thoroughly defined at the outset of the project, an initial high-level-list of pote
andl accompanying concepts and reference information will assist in defining the project
estimating the required staff, time, and budget allocations.

The information-development plan should include a high-level list of usef tasks that will be
in 4 new or updated and revised product-development project. The'user tasks are not the s:
furlctions supported by the product but are the tasks from the paint’of view of the user. A us
asgists in identifying required conceptual and reference information to support task perforn
task list should support the functions and features planned for'the product-development pro

The high-level list of task topics to be developed, updated, or revised should be used to

ormation-
r service-
that tasks
htial tasks
scope and

supported
ime as the
b1 analysis
nance. The
ect.

create an

s. The ATL
nt project.

Anpotated Topic List (ATL) for the project with the addition of conceptual and reference topid
names each topic to be developed, updated, revisedyor reused for the information-developme

This list should be revised throughout the projectlife cycle and should be used to estimate the scope of
wofk required to complete the project.
New topics result from new functionality that is added to the product or from a new product in
deyelopment. Updated topics are topics that require new information because the function that the
togic supports has been changed. Revised topics are topics that are to be rewritten in light of customer
feedback and new usability information about topic quality.
The first part of an example*ATL is illustrated in Table 1.
Table 1 — Sample Annotated Topic List
Topic Name Topic Type New, revised, updated
Topic 1 task new
Topic 2 concept new
Topic 3 reference new
Topic4 task updated
Topic 5 troubleshooting revised

Topic analysis for information-development project in a non-task environment should also include the
development of an ATL that specifies the topics to be developed. Topics include API reference topics or
topics that list specifications.

During the topic analysis for the project, the information-development plan should address the
disposition of legacy content, representing earlier versions of the software, system, or other product.
Legacy content may be removed from the final delivery and removed from the delivery or distribution
environment. Legacy content may be versioned so that users of the information are able to correlate
their version of the products with the correct version of the information.
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7.2.5 Specifying an information reuse strategy

An ATL should include annotations to identify topics that are reused from other projects. Some topics
are used exactly as written. Some topics require additions or deletions. Such additions or deletions may
be incorporated into the original topics using conditional processing attributes to label additions or
deletions for processing or insert additions using content reference mechanisms.

An information reuse strategy is designed to minimize the duplication of information in a repository,
eliminating processes required to update the same or similar content in more than one source topic.
Duplicating source topics may lead to failures in updating and should be avoided.

A comprelpensive reuse strategy may require an XML-based authoring environment and a compengent
content mpnagement system, as described in ISO/IEC/IEEE 26531:2015.

7.2.6 Describing accessibility requirements

Working With the information-development project manager, information architeet,‘or team le]:i:ter,
the manager shall assist in describing any accessibility requirements for the information-developmient
project. The accessibility requirements may be developed with assistance from usér-experience expdrts
in the orggnization.

Informati:ﬁn that will be distributed through a website or mobile application should meet the followfing
accessibility guidelines:

— ISO/IKEC 40500:2012 Information technology — W3C Web Content-Accessibility Guidelines (WCAG) £.0;

— SO 9p41-171:2008 Ergonomics of human-system interattion — Part 171: Guidance on software
accesdibility; and

— IS0 9241-20:2008 Ergonomics of human-system interaction — Part 20: Accessibility guidelines|for
information/communication technology (ICT) equipment and services.

NOTE For typical requirements for information.accessibility, refer to ISO/IEC/IEEE 26513:2017, 7.4.

7.2.7 Describing translation and localization requirements

Working yvith the localization teamythe manager shall assist the information-development project
manager dr team leader in describingthe translation and localization requirements for the informatipn-
developmént project. Such requirements shall include a list of languages into which the content will be
translated and the locale for which specific information variations will be developed.

In the case of a new product-development project, the manager should identify new product-spedific
terminology to be added to the terminology database and existing terminology to be updated for new
language fequirements.

See Clausd 11 forumore details on translation and localization management.

7.2.8 Describing projectdetiverables

Working with the information-development project manager, information architect, or team leader,
the manager shall assist in describing the project deliverables. Deliverables can be a list of existing
deliverables to be updated with new and revised information, or deliverables can include new
deliverables to be developed for either a new project or added to an existing project.

Information project deliverables can include print or PDF publication titles, embedded help systems,
quick reference materials, training systems, video, interactive graphics, virtual and augmented reality
systems, information for websites, information specifically designed for mobile devices, mobile
applications, and other devices or techniques for meeting user access requirements.

For print deliverables, initial estimates should be included in the page count, quantities, and languages
to be shipped to users with the product or shipped independently of the product. Initial estimates of
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quantity should be included if the information is to be shipped on a physical device such as a CD-ROM or

afl

7.2.9

ash drive.

Identifying project tools requirements

Working with the information-development project manager, information architect, or team leader, the
manager should assist in describing any new tools required for the information-development project.
In most cases, new tools will be required if new types of deliverables are being added to the project.
However, new tools may be required if the management of project deliverables will change.
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b1S Darwin Information Typing Architecture (DITA 1.3) standard may decide to use XML-baseg
s or the addition of a component content management system (CCMS) as defined in ISO/IEC/IEEE ]
Ffems and software engineering — Content management for product life-cycle, user and sénvice nf
umentation.

.10 Identifying quality, review, and testing requirements

e information-development project plan should include the requiremefts for assessing the

tain unnecessary information, use inconsistent terminology, bé. poorly organized, be wj
ding level inappropriate for the intended audience, be difficultto navigate, or lack ade
bntation. Quality assessment activities may include the following:

editorial review by a designated editor;
information design review by an information architect; and
usability testing with representatives of thetseér community.

e information-development project plan shall include the requirements for a technical rey
brmation for users. Technical reviews by.subject matter experts are designed so that the
urate and complete.

e project plan shall include the requirements for testing the information for users. Te
Jude validating the content with-the product.

'E ISO/IEC/IEEE 26513:2017 includes details on testing and reviewing user information.

.11 Determiningthe information-development project schedule

e manager shalllist the major milestones in the project schedule and provide a preliminar
lining when:those events are required to take place. The information-development projed
1l be developed in coordination with the product-development project schedule. For {

lowing the

authoring
6531:2015
anagement

quality of

information for users. Information for users that is deficient in quality’may be incorrect, ihcomplete,

ritten at a
uate task

iew of the
content is

sting may

y timeline
t schedule
raditional
ich as the

jects,_the’/information-development initial schedule should include major milestones s
owing:

nfarmation . davoalanmaont draft ctaange

information-development-draftstages;

reviews;

usability testing;

final approval;
translation and localization; and

publication and delivery.

For agile projects, the information-development initial schedule should list major events, especially
final delivery requirements. A project time line should be developed to document the relationship
between the product-development project schedule and the information-development project schedule.
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A more detailed work breakdown structure (WBS) may be used to specify the precise work to be
accomplished during each of the project milestone phases. The WBS may include work associated with
the following:

— project management;
— information design;
— audience analysis;

— providing information as a subject matter expert (SME);

— research and information gathering;
— writing;

— editinlg;
— illustifating;

— reviewing;

— revisihg;

— translation;

— usabiljity testing; and

— production.

7.2.12 Edtimating the time and costs required to complete the project

The inforhation-development plan shall include estitated time or cost requirements to complete fhe
informatign-development project as required by organizational practice. The time and cost estimdtes
should talje into account the project scope, the quantity and complexity of the topics to be develoged,
the illustrjations required, the publication-deliverables, the translations required, and any exterpnal
costs to bg paid to outside resources.

Estimating the hours and resourcesirequired to develop information for users should be performed
using a cdmbination of top-down.and bottom-up estimates. Both approaches require that at leagt a
preliminafly information-development plan or work breakdown structure (WBS) is available.

In additioh to estimating-resources needed to perform the work, the manager should add any cdsts
for outsoyrced services.stich as indexing, translation, production and copying, materials, equipmént,
packing, and shipping.

7.2.12.1 Top.down and bottom-up estimating

Top-downlestimates compare the project with other similar projects. For example, in a series of ulser
manuals documenting printers, an estimate may be based on the amount of content reuse and the
decreasing effort needed to document the first four models in a similar line of products. Then, the trend
may be extrapolated to predict the effort needed for documenting the fifth in the series.

Top-down estimates for new work compared to previous efforts need to be adjusted, taking into
consideration the size and complexity of the project and the skills of the available resources.

Bottom-up estimates combine estimates for each discrete task to form a total estimate. The estimate
should be compared to the organization's baseline productivity measurements, such as hours per topic,
hours per page, or days per illustration.

When there is a limited budget for a project, the manager should determine whether the allocated
budget aligns with the cost estimate derived from the top-down or bottom-up estimates. Discrepancies
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can lead to reduction in scope for the information-development project. Similarly, when the project has
a fixed deadline for delivery, the manager should determine from the estimate and preliminary schedule
whether the delivery date is feasible. The manager should revise the estimate to use additional or more
experienced resources, which will make the project costlier, or to reduce the scope of the project if
resources are limited, unless regulations or laws prohibit such scope reductions.

7.2.12.2 Complexity evaluation

Although basing a project estimate on similar past projects or similar discrete tasks should result in
an average estimate, the information-development plan should include an evaluation of the complex1ty

Th

ther an individual project is likely to proceed on time and budget, the manager may u
par relationship among weighted risks to predict greater or lesser influences;on project su

dependencies includes the following:

the completeness and stability of the product under development as the informatio
developed. A less complete and stable product often requires thatinformation be frequent

the availability of source information about the product-that is accurate and complete
needed to support information development;

the availability of subject matter experts and_ their willingness to provide informat
information developers. Subject matter expertSwho are generally difficult to contact, rg
provide information, in different locations and time zones, and unable to communicate i
language as the information developers arelikely to increase information-development

the experience in obtaining thorough,’complete, and timely reviews from the reviewers a
the project;

the experience of the information'developers with the technology of the product. The mo
the information developers are with the product technology, the less time will be requir
new information;

the design and writing€xperience of the information developers. Skilled, experienced in
developers probably will be more productive and require less time to develop inform
inexperienced. information developers. Even experienced information developers w

the level‘ef-understanding of the user requirements. A team member who thoroughly un
the audience for the information will probably be more effective and faster at developing in
of the'expected quality;

additional development time if the design approach to the information has been changed;
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the dngrnn of team pvpnripnr‘p A team of information dpvn]npnrc with a \mrim’y of

roles and

responsibilities and that has worked together effectively in the past probably will be more effective

working together on a new project than an inexperienced team.

The information-development project plan shall list the dependencies analyzed for the project and list
the risk factors. A typical scale of 1 to 5 indicates that, at a factor of 1, the project is likely to take less
time than average and, at a factor of 5, indicates that the project s likely to take more time than average.
A factor of 3ona1lto 5 scale is neutral.

A dependencies calculation then applies a percentage to each factor. For example, a factor of 1 decreases
the time required to complete the project by 0,5 or 50 %. A factor of 3 indicates an average project. A
factor of 5 increases the time required by 2 or 100 %. On the basis of a dependencies calculation, an
average 500-hour project can take anywhere from 250 to 1 000 hours to complete.
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7.2.13 Analyzing risks

Risks during the development of information for users can affect the schedule, cost, or quality of a
project. Based on the organization's information-development strategy and the project objectives, the
information-development project plan shall identify potential risks associated with the project and
plans for avoiding, mitigating, or accepting a potential risk. These include the following:

— risk avoidance — choosing an alternate approach to eliminate a risk;

— risk mitigation — taking steps to diminish the severity of a risk; and

— riska
poten

NOTE

Fceptance — determining that the cost of avoiding or mitigating the risk 1s greater than
Fial impact if the risk becomes an actual problem.

[SO/IEC 31000 has a detailed discussion of risk.

7.2.14 Identifying information-development project team members

The inforn
a) memb

projed
b) memb

develc
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c) projed
d) projed
Depending
team men{
the projec
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— projeg
mana

— inforn

hation-development project plan shall list the following:

ers of the information-development team, including their roles and‘responsibilities on
t

ers of the product-development team who interact with_the ‘members of the informati
pment team by providing information about the product features and functions as they
developed;

t reviewers with their specific areas of expertiseand responsibility; and

t approvers with their specific areas of responsibility.

he

the

are

r on the state of planning, team members@nay be listed by role or by name. For each project

ber identified, the project plan shall specify the responsibilities of the team member dun
.

pf the information-developmentteam may include the following:

t manager or team leader—developing the information-development project plan :
bing the project to completion;

nation architect—collecting user requirements and developing an information strategy;

— graphjc designer—désigning the look and feel of the final deliverables;

— inforn
illusty

— editoq]
stand

hation developer—interviewing subject matter experts, writing topics, and working w
ators;

—reviewing the content for language correctness, completeness, and conformance to st
hirds?

ing

ind

ith

yle

— illustrator—creating illustrative graphics to accompany the topics;

— indexer—preparing the index and designing a metadata scheme for the topics;

— translation coordinator—managing the translation and localization process;

— social

media coordinator—developing a strategy for managing social media;

— publication coordinator—preparing the final deliverables.
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7.3 Developing an integrated information plan

The manager should collaborate with other groups in the organization to develop an integrated
information plan or curation plan, which is an inventory of all the types of content developed and made
available by various groups within the organization. Content may originate with marketing, education
and training, external communities, social media, and other sources.

The integrated information plan should list the audience and purpose for each type of content. Such
a plan may include information developed outside the organization that is helpful to customers. Such

a list should be displayed to users as part of a content portal so that users can link to all the relevant
curated content

An|integrated information plan or curation plan helps the organization eliminate redundant work,
identify opportunities for collaboration, and identify gaps or unmet content needs among thq users.

8 | Managing an information-development project

8.1 Information-development project actions
The manager shall be responsible for the following actions during the information-development project:
— | managing the project team;

— | tracking project deliverables and schedule;
— | managing change to the project; and

— | communicating information-development projéct status to the software or systems prpject team
manager and to senior management.

8.7 Managing the project team

8.2.1 Promoting project success

The success of the project is highly dependent on the caliber of the project team. As describg¢d in 9.1.3,
hirfng and training competent resources based on project needs should result in a disciplined and
motivated team.

All[project team members should:
— | be familiar with the information-development process steps;
— | adapt and.develop a work schedule to meet deliverable and schedule commitments;

— | communicate and share information about project status, content deliverables, and project concerns;

— Lbelaccountable for individual qccignmpnfe;

— help the team achieve quality standards in the content developed;

— collaborate in problem solving or escalate problems as necessary.

8.2.2 Establishing team communications

The manager should keep the information-development team in regular communication with the team
and their project contacts as assigned or as necessary.

The manager should establish team communication channels, such as group and individual meetings,
weekly reports, and verbal status updates. At a minimum, weekly or bi-weekly meetings, similar to
the meetings in an agile project, with a clear agenda and objectives should be held. If the team is in

© ISO/IEC 2018 - All rights reserved
© IEEE 2018 - All rights reserved 27


https://iecnorm.com/api/?name=15070ef7c5868f1e1bc2616fcf30eead

ISO/IEC/IEEE 26511:2018(E)

a rapidly moving cycle of the project, the manager should ask for regular updates from information
developers participating in agile projects. During regular meetings, the team should focus on these or
similar issues or risks:

— Are the planned deliverables on schedule?
— Are deliverables and schedules changing?
— Ifso, what are the consequences of the changes?

— Is there a planned risk mitigation to keep the project on schedule?

— Should that planned risk mitigation be engaged?
— Whati|if any issues or risks have arisen, and how will the team handle them?

— What/ifany, help does the team need from the manager or others in removing obstacles'or resolviing
issued or risks that have arisen?

Managing|a global team often places greater demands on maintaining regular ¢ommmunication am¢ng
team menpbers. The manager should review corporate and industry strategi€s for managing global
teams and implement them as appropriate.

8.2.3 Promoting team collaboration

The mandger should create effective collaboration opportunities ‘with review sessions to prompte
cooperatign among team members and consistency in writingsstyle and quality.

The manager should encourage project collaboration, suchas:
— relyinig on fellow team members for assistance when needed;
— discugsing work in progress to brainstorm solutions to issues;

— seeing opportunities for content reuse;

— avoiding duplication of effort;

— communicating new ideas for content design solutions; and
content and schedulé problems.

The manager should schedule regular team reviews of the content quality, overall design, content refise
opportunities, and customer focus.

8.2.4 Orientingnew team members

The manager or'the information-development project leader should orient new team members to fhe
project planiand the work accomplished to date on the project. The manager should work with less
skilled or experienced team members to know that they understand their assignments and are able to
maintain the project schedule and quality requirements.

8.2.5 Managing productivity and performance issues

The manager will have a range of skill levels and productivity levels on the team. The manager should
determine what level of productivity each team member is capable of achieving. The manager should
identify project delays due to differences in productivity and resolve productivity challenges in the team.

The manager should have frequent routine conversations with each team member to detect early signs
of productivity issues, performance issues, and skills gaps that can result in major changes in project
scope and schedule if not addressed quickly.
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8.2.6 Implementing quality processes

Information quality depends on a high degree of standardization and consistency with established
criteria. The manager should encourage all team members to be responsible for achieving quality in
their work.

Team members should develop and follow quality guidelines, such as the following:
— Be familiar with the structure and tools of the authoring and publishing system.

— Gain knowledge and expertise of the product, and strive to diminish the dependence on product
developers or subject matter experts for all the content.

— | Be aware of the audience definition for the project.
— | Maintain a consistent structure for similar content.

— | Write for users who are not native speakers of the source language, ifyapplicable, afd apply a
minimalist writing style.

— | Run editorial and grammatical tools, and correct content before sendihg content for technifal review.
— | Conform to the organizational style guide.
— | Review all work completed before submitting it for editorialreview.

— | Conduct peer reviews, and solicit clarification and feedback where technical content is incomplete
or shallow.

— | Conduct technical reviews, and base corrections on established content structure and a sftyle guide,
not on personal preference.

— | Conduct usability testing of the informatien for users during the development cycle.

— | Validate procedures on the productitself, if possible, performing the documented tasks|exactly as
written, noting discrepancies and\ion-conformance.

Malnaging a global team often places greater demand for consistent communication with team/members.
The manager may create effective collaboration opportunities with review sessions t¢ promote
coysistency in style and quality or special sessions to address process or other issues.

8.24.7 Managing staff'changes

Changes to staffing resources are likely in large or long projects. The manager should rleview the
vadation schedule for each project team member, factor in a percentage of sick time, plan for upexpected
emlergenciés,/and realize there may be new hires or vacancies that will affect assignments and schedules.

Although'the manager should have risk mitigation plans in place for these contingencies, th¢ following
shquldbe considered as possible options to mitigate any impact to quality or the project schddule:

— If staffing changes are near the end of the project, request that the team members assume extra
work to keep on schedule.

— Find a more skilled and experienced resource to transfer into the project temporarily.

— Use an outsourced consultant or contractor who is well known and has the skills needed.
— Reduce the scope of the project.

— Revise the project schedule.

The manager should consult with the overall manager of the product-development team if changes to
the scope or schedule are required.
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8.3 Tracking project deliverables and schedule

8.3.1 General

The manager shall track and document the team’s progress regularly. Managers should leverage their
experience to determine where product development teams typically change direction and schedules
need to be adjusted.

Data is essential to support responses to change, especially if the consequences of making or not making
the requested change are also included.

8.3.2 Mpnaging project planning documents

The projeft plan is the manager’s guiding document for the project. The planning documents shall
identify the schedule, resource loading, deliverables, and dependencies. As these elements charlge,
the manager should keep the project planning documents updated. If there are changes; the manager
should re-estimate hours, due dates, and any changes in deliverables, tasks, and resource assignments
as well as papturing the reasons for the adjustments.

The manager may use a burndown chart to quantify and track how much worK for a project has bgen
done and o estimate finish times. Burndown charts can include multiple phases for units of work, sfich
as research, writing, review and editing, revisions, and work to increase findability.

The manager is responsible for estimating rework and its impact‘on’the project, as well as includjing
estimates|for additional work required as a result of project changes or rework.

8.3.3 Ne¢w development tools

Tools used for information development change and evolve quickly as organizations compete to mleet
the needs|of customers. Although the skills assessment done earlier in the project should reveal any
gaps with [using the development tools, the manager should be aware of the constraints that new tdols
may causd and their impact to the schedule, such*as the following:

— Novicg team members need time and training to come up to speed on tools used for content authorfing
and ptyiblishing.

— New flools may require new formats or the use of mark-up languages, such as XML, which wvill
requife training and practice.

— New tools may cause related processes to change, such as work flows and translation, or capse
changes to other components used in content development, such as style sheets, document type
definifions, or metadata.

— Therelis no tithe for training, so that team members try to learn as they go. As a result, they use fthe
tools incorrectly, adding errors, risk, and extra time to the project.

— New tpols'may affect cost through time delays, process errors, basic tool training, or mistakes made
downstream of content development.

In general, the manager should exercise caution in introducing new tools for a new project. The overhead
of learning and training will require additional project time.

8.3.4 Managing scheduling issues

The manager should intervene to remove obstacles or resolve scheduling issues. These obstacles and
issues can include the following:

— Product information needed by content developers is unavailable or is behind schedule.
— Access to the subject matter experts (SMEs) or product developers is limited.

© ISO/IEC 2018 - All rights reserved
30 © IEEE 2018 - All rights reserved


https://iecnorm.com/api/?name=15070ef7c5868f1e1bc2616fcf30eead

ISO/IEC/IEEE 26511:2018(E)

Late product changes have occurred.

Review schedules are not adhered to.

The manager should focus on issues promptly to avoid bigger problems later. Some paths to resolution
are managed through better communication or meetings with individuals who are challenged to meet
their deliverables or with their managers. An unsatisfactory result may require the manager to escalate
or negotiate for a change in processes. Negotiation may lead to more positive response. If a problem
seems untenable, escalation may be required, and if so, it should be documented in status reports.

If issues emerge, the manager should include project members and stakeholders in the discussions and

sol|cit solutions from all involved. Decisions should be documented. Risk mitigation plans
reviewed for applicable scenarios and their possible solutions.

For
acd
of 1

all time estimates, the manager should consider factoring in a small percentage of'additio

iew content are required, and the estimate is 2 hours of development time{per topic, an
ours for 10 topics should be added for minor changes. There is an expegctation that work
improve in accuracy during project development.

The practice in some organizations is to estimate overhead for unexpected challenges for
praject vs. overhead in each function, so that overhead does not slew the whole project unn
if if turns out not to be needed in a single function. This practice provides the whole pr
flexibility in making up for delays across the whole project. Inthis case, the manager should
in pverhead for information development alone.

Managing project changes

8.4.1 Managing change control

The manager should expect and prepare.for changes that may negatively affect the team’y
meget deadlines. The manager should follow the larger organization's standard change contr
if spitable, for the information-development project. Changes may be recorded/documented i
agement system and assessed for possible consequences to budget, resources, and sche

prqject. Revised estimates may béerequired.

8.4.2 Planning and preparing for changes

Alt
shg

hough unplanned ehanges may occur from a very large number of sources, many are co
uld be expected:

not understahding the customer requirements;
schedules that are overly aggressive;

over<burdened resources; and

should be

hal time to

ommodate for the overhead of unexpected changes. For example, if using a 10-%margin, if 10 topics

additional
estimates

the whole
ecessarily
ject team
not factor

ability to
bl process,
h a change
Hule of the

mmon and

gaps in expectations between project team, product development, and executives.

Experienced managers understand that inherent risks in any project often result in missed deadlines
or delays of deliverables. It is the responsibility of the manager to plan risk mitigation for multiple
scenarios during various phases of the project. A prepared fallback plan is much more desirable than
having no plan when obstacles in reaching milestones arise. Refer to 7.2.13, Analyzing risks, for more
detail on risk mitigation. The following subclause describes the manager’s role in handling changes and
their associated risks.
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8.4.3 Assessing the impact of project changes

In response to project changes, the manager shall determine the following impacts:

a) Existing content to be revised.

b) Existing content that is no longer needed.

c) Newc

ontent to be developed.

Although changes to the schedule can be small, these changes may accumulate and make deadlmes

unachieva
project tea
the entire

For examp
this 20 pe
reviewers

All requegd
dispositio
reasons lij

The manager should know that all milestones have plans in place that\provide alternative option

delays or (

reduc

an inc

additi

If the schg
communid
changes. Il
of missed

8.4.4 R

JIC. =
m dlscussmn and assessment of the 1mpact to the schedule because changes typlcally imp
information-development team.

rcent increase in the workload affects not only the content developers, but-alsSo the edit¢
translators, and publishers.

ted information or scope changes should be documented and tracked with a record of
h of each change and why it occurred. Changes should be accepted;miitigated, or rejected
ted.

hanges in scope occur. Some examples of these scope changes are listed below:
bd resources due to unexpected illness or loss of an information developer;
rease in product features due to late customer regwirements; and

pnal languages added to the translation requitements.

bdule needs to be extended as a result©f project changes, the manager should assess 3
ate the impact immediately so that all.project members understand the consequences of s
elaying or avoiding project delays.may impact the next set of milestones, creating a casc
Headlines.

bvising project estimates

To assess
will be pr

step in th¢

writing, ci
factoring :

Changes i scopgersehedule, product features, resource availability, product testing, and subject-mat

expert avg
may have

he impact of any change, the manager should consider the workflow through which the cha
cessed. For example}if a new feature will require two new topics, this addition affects ev|

eating graphics;-conducting technical reviews, adding links to the new topics (if web-basg
dditional tifne for translation, and adding quality assurance and publishing time.

ilability for technical input and reviews are all possible examples of changes or delays t
rompounding impacts on the project. The manager should revise project estimates based

le, if the project scope is 100 topics and 20 new topics are required due to preject chang

development workflow and will require a revised estimate for learning the new featur

I'S,

Lhe
for

S if

ind
ich
hde

ge
eIy
es,
d),

ter
hat
on

what is ac

fevabteand beabletocommitto those revised estimates withrconfidence:

8.4.5 Recalculating the project due to changes in scope

The process below may be used for recalculating project estimates when there is a change in scope:

1y

calculation can include graphics and any interface changes as well.

2)

and the actual time spent on the project to date.

32

Review and assess the proposed content changes of what needs to be added and deleted. This

Check the current productivity rate by running a time comparison between the original estimates
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If there is discrepancy between the estimates and actual hours, determine why and where the
discrepancy occurred. Investigate whether the information-development team received what they
needed when they needed it.

If the project dependencies were not met, recalculate the hours per topic.
Apply the new calculation of hours per topic.

Consider at what point these changes occur in the project. Changes in the development phase are
easier to accommodate than changes in the final stages of product readiness.

7)

8.4

8.4.6.1 General

On

Communicate and document the impact of the additional hours added to the project Jestimates.
Impacts may include not only customer delivery of the current project, but also subseguent planned
projects that use the same resources.

.6 Maintaining quality and the project vision

b of the highest risks of scope changes is with quality. The managef.should work with the project

team to consider whether lost time is gained with reduced or elimjinated quality assurance sfeps and if

thg

Eaq
thd
or
not

8.4
Alt

many disadvantages:

t is acceptable. Revised project estimates may be accommodated/by:
extending delivery dates;
shifting or amending milestone dates to run tasks jn parallel or in a reduced time frame;
adding resources;
reducing or eliminating some deliverables; and
renegotiating project quality.

h of these options brings different results, with advantages or disadvantages to be weighled against
project viability for success. Any-reduction in quality should be a last resort of any mitigation plan
‘enegotiation of the project visioh, and in some industries eliminating deliverables or qualjty steps is
acceptable.

.6.2 Extending delivery dates

hough extending(dates is most likely the simplest solution to a change in project scope, jit also has

Extendirgthe schedule means additional project hours, which increases project cost.

Schedules for projects in the queue will be affected by the unavailability of resources working
additional time on the current project.

There is no guarantee that all the same resources will be available for additional project hours.

Customer satisfaction and corporate revenues are negatively affected if the delay causes a missed
market window of sales opportunity.

Conversely, the manager should consider the benefits of additional time.

The current team may continue the work without new resources, which will require training or, at
a minimum, overall additional time to come up to speed.

The expected quality level and project vision do not necessarily need to change and the project
likely will meet the customer expectations or industry requirements.

The additional time may accommodate required new or modified content.
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New product technologies and new product requirements can slow the initiation of a project if they are
not fully understood. Lost time at the project start may ripple through the project timeline and require
extended deadlines.

The manager should consider tasks that may be run in parallel during a contingency delay and reassign
resources while waiting for the new information. Moving forward on incomplete information presents
a high risk of wasted effort and rework.

8.4.6.3 Adding resources to the project

n

If an exte
manager
benefits i

— keeping the project on its original timeline, with minimal delay for deliverables; and

new r|
efficig

However, Y
The t4

If hiri
will a

delaying other projects.

Incread

8.4.6.4

If extending dates and adding resources arénot acceptable responses to project change, another opt

is to redud
the respor
original b
not affecte

A change
eliminateq
developmjg
change in

There

Additjonal time should be allocated to allow new resources to come up to speed.

Modifying the project scope

dad +:3 1s H rs 43 = H 3 L. £l rS ialal | PPV
IUCTU LIITICIITIC 15 TIUL dll UlJLlUll, aujuo\.uls I'CouUuurtco ula_y DU LU ITIIUS L VIAdUIU SUIULIVUIIL.

bhould evaluate the benefits and challenges of adding new resources to a project, ‘So
clude the following:

esources bring new and useful skills that may improve quality or save timé_through bet
ncy.

when increasing staff, the manager should also take into account the‘following:

am dynamics will change with new members.

g new resources, additional time will be required for interviews and the hiring process. T
so require time pulling existing staff from other 4vork to interview and train, potenti

e the scope of the project. A change in scope often means that something will not get dong
se to a project change is a change in the information-development project scope, the proje
hdget should be maintained, the timeline affected minimally, and the quality of deliverah
d.

in project scope(requires reprioritizing what is essential to the project and what can
| to keep on track: The manager should evaluate how the change in scope affects informati
ent deliverables. The following are examples of possible outcomes of reprioritizing due t
project scope:

are fewer topics to write.

"he

me

ter

his
11y

sing the team size requires more people management and increases the importance of ggod
communication.

ion
p, If
Ct's
les

be

0 a

ved

Conte

htisfocused on task-based information (procedures) and conceptual information is minimi

(for example, overviews and functional descriptions).

Online help content (e.g., .chm files) is reduced or eliminated.
Fewer languages are selected for translation.
Output options are limited to only web-based content, eliminating hard copy outputs.

Reduced set of training materials is produced.

The manager should review and obtain project team and stakeholder approval for any modifications in
scope from the original commitment of deliverables.
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8.4.6.5 Impacting project quality

The least favorable option in response to accommodating a project change is a compromise in quality.
The manager should be aware that the impact to quality may result from actions such as the following:

— Peer, editorial, technical, or safety reviews are cut, shortened, or eliminated.
— Aninadequate or incomplete validation is done of content against product features.

— The evaluation of product or information usability is omitted.

T ) e H e ade. 11 | 1 4l | los
— 1ITdIISIALIUILIS dIT IIUL TTVITVWCEU I1ILTI uau_y dliliu1 Cl_y Ull LIIT VTIIUUI quaut_y dS5Ul dlitT pl OCTSS.
— | Representatives from legal, trade, customs, or export controls are left out of review eyclgs.

WHhen a project change forces the project team to look at quality as a possible cemproniise, if any
quality steps are eliminated, they should be documented with the reason, potefitial impact| and what
wak gained by doing so.

However, the manager should first consider extending the schedule, incredsing resources, or decreasing
thed project scope before deciding to save time by reducing quality stepsx

NO['E Reducing or eliminating quality steps is not acceptable in some industries without a risk pssessment
or justification.

8.4.7 Instigating changes

Dufing the development phase, the project team may.discover issues with the product that require a
praject change. The manager should review and ch@mpion these changes on behalf of the information-
deyelopment team. The following are examples ofiissues that can warrant project changes:

— | potential usability issues with the interface design;
— | additional customer requirements that were not known or anticipated; and
— | quality issues from previous versions of the product to be resolved.

If the information-development-team learns about new customer requirements after the groject has
started and initial planning\is-complete, the manager should determine if and how these discoveries
impact the current schedule-

The manager should~review the current project status with original estimates and determine if the
changes require révisions to the project plan or if they can be accommodated in the current plan. The
manager should‘use the normal project change management process to initiate a project change.

8.4.8 Discovering quality issues

As|a p0551ble consequence of poor quality or lack of techmcal understandmg, the prOJect team may
atidn may be

inaccurate, mlssmg, lncomplete or simply poorly wrltten for the intended audlence

The manager shall assess and compare the previous content to the current requirements and determine
if any adjustments to the project timeline or resource requirements need to be made now or later or
waived until the next release.

If the manager decides to correct any major issues, deferring the less important ones for the next
project, some considerations for assessing the severity of quality issues include the following:

— Isthe quality issue related to tasks the customer is to perform? If inaccurate, what may/will happen
with the current version? What may go wrong for the customer?
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oduct?

elsewhere correctly?

8.5 Co

If the text is poorly written, will simple edits help with better usability?

How much time is needed for the quality corrections and will it require a delay in the schedule?

Is the quality issue related to noncritical conceptual information unrelated to the functionality of

Is the quality issue related to an image, table, or reference? Is this information covered in the text or

8.5.1 Gg

mllnirating with the prnjprf team and management

tneral

The manalger shall communicate the status of the deliverables and the project schedule*to project

members
deliverabl
track. The

The man3
directly td
product te
routine cg

possible changes after prototypes are delivered to the customer.

8.5.2 Cq

The mana
their deliv]

And stakeholders. This reporting should include why progress is not being.made on so
bs, what action has been taken, and what, if any, assistance is needed to Keep the project
manager gains better cooperation when communication is partnered with transparency.

ger should be aware of project updates that are being communicdated externally, eit
customers or in organizational reports. These may prompt a,cemmunication check by
am, and, if necessary, communicate any delays in the schediile/ The manager should bg
mmunication with product marketing to be aware of changes to products or schedule

mmunicating with the project team

ber should establish regular meetings with the:team so that all project members report out
erables and activity. Meetings should recordminutes with decisions documented, and sho

be distrib

The manager should schedule meetings for eachi\type of focus and provide agendas to clearly state
meeting opjective. For example, the managefZmay schedule design review meetings where the te
discusses [the information design, or, status'meetings where the team focuses on progress and isst
Other megtings may focus on brainstorming for a solution to a problem, or a scheduling meeting

ted to the project team.

me
on

her
the
in
or

on
uld

the
am
es.

to

review dates and deliverables. If the project is deep into development and a sudden and urgent problem

arises, thgf manager should schedule daily meetings to keep communication flowing as the team wo
through the unexpected changes that need to be made.

In additio
any issues
and minut

8.5.3 Cq

The mana

to regularly schéduled meetings, the manager should schedule meetings as needed to resa
that arise, such.as to brainstorm solutions to problems. Agendas should be sent beforeh
es distributed to all relevant parties with decisions and action items.

mmunicating with stakeholders

ber{shall regularly review the metrics that were agreed upon at the start of the project.

rks

lve
ind

(he

manager should include data Irom those or other metrics with tormal communication and reporti

Metrics should clearly identify progress and challenges.

ng.

The manager shall provide status regularly and promptly raise any concerns. The manager should
solicit concerns from stakeholders. The manager should openly discuss solutions or compromises.

The manager should anticipate that not all stakeholders share the same expectations of project
requirements and objectives. For example, stakeholders do not fully understand dependencies or
appreciate the complexity of some tasks. The manager should communicate frequently with all
stakeholders, explicitly checking for misunderstandings to avoid disruption and conflicts.
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8.5.4 Communicating with senior management

:2018(E)

The manager should develop strong communication channels with senior management, providing
meaningful and accurate data that management understands and is able to use on further
communications upward. At the project conclusion, the metrics should report on the degree to which
the project met its objectives.

9

g)

Th
hoy
dey

9.1.1 Identifying and assessing required skills

Th
lar

maly also be combined into-defined roles; for example, the role of team lead may combine

infi
pra

Staffing and forming teams

itical element for the success of information-development projects and organizations'is
agement, particularly staffing and forming teams. The manager shall be responsib
owing personnel management tasks:

identifying and assessing required skills;

defining roles and responsibilities;

hiring and training staff, or outsourcing staff positions;
evaluating staff performance;

developing staff;

creating a succession plan for key roles and skills; and

aligning project teams to engineering models such as traditional or agile.

vever, delegate the execution of specific.tasks to senior members of the staff, such as an in
relopment lead or information developer:

e manager shall identify reqéired skills for each project and strategic skills for the organ
ber organizations with more'than one concurrent project, skills may be shared across proj

brmation design, and\tésting skills. Required skills are necessary for the successful comy
ject. Examples of required skills include the following:

requirements analysis;
custonder-relationship management;

information design;

imformmatiomarchitecture;

content management;

content development (writing);

editing;

graphic design;

system testing of information for users;
usability testing;

translation and localization;
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e manager shall be responsible for the completion and quality of the above tasks. The mapager may,
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specific technical subject matter expertise;
estimating, scheduling and planning;
project management;

authoring tool expertise;

content management tool expertise; and

e and information maintenance skills.

Teams shd
project.

Strategic 9
future pro
the follow

futurd

advan
achiey

skills
advan
skills
inforn

skills

9.1.1.1

1l be formed for a given project to bring together the required skills to promote success ©f,

kills are necessary for the long-term viability of an organization and to prepare fox succes
ng:
technology expertise (for example, for future product lines);

ced content management expertise or advanced content management tool expertise
e strategic content management objectives;

required for advanced programs, but not required for current/projects;
ced management or leadership skills;

Fequired to align with strategic objectives of a larger-organization;
hation life-cycle management and strategy; and

hecessary to fulfill a succession plan.

dentifying, assessing, and addressing gaps in required skills

The staffipng plan for each project shall take the required skills into account, with the goal of formin

team that

The mana
project. Sc

Where a g
to mitigat

borro
aCross

hiring

covers the required skills.

ber shall assess the status' of skill coverage for a given project prior to the beginning of
me skills are critical to.project success; other skills are desirable but not critical.

ap exists between required skills and existing skills, the manager has the following opti
e the skill gap:

ving or sharing a skill across projects or teams. For example, editing skill can often be sha
multipleteams;

experienced staff with the required skill for the project;

Lhe

5 of

jects, even if current projects do not require such a skill. Examples of strategie,skills incljide

to

ga

the

DS

red

training an existing staff member in the missing skill; and

outsourcing the skill.

The manager shall demonstrate that required skills have been identified and assessed for each project
or set of projects in cases where the number of projects is high. The manager shall demonstrate that
current staffing meets the requirements or that a plan is in place to address gaps in the requirements. If
the project proceeds with skills gaps, the manager shall document that the risk of proceeding with the
gap has been identified, accepted, or mitigated.
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9.1.1.2 Identifying, assessing, and addressing gaps in strategic skills

The manager should periodically identify and assess strategic skills that have long-term or future value
to the overall organization.

Where a gap exists between current skills and the desired strategic skills, the manager should create a
plan to close the skill gap in a time frame that addresses the strategic need. Examples of how a manager
may address a strategic skill gap include the following:

Hiring staff with expertise in the strategic skill.

— [[Engaging consultants or trainers to oiler a training program for in-house stalil to]learn the
strategic skill.

— | Beginning a mentoring program to increase the depth of skill across the staff.

— | Supporting attendance at external training programs for current staff.

— | Creating on-the-job training opportunities for staff to begin practicing the strategid skill in a
penalty-free environment.

— | Borrowing resources with that skill and arranging cross-functignal training.

9.1.2 Defining roles and responsibilities

The manager shall define roles with clearly differentiatedirésponsibilities at both the projéct and the

organization level. Roles may combine multiple skills; several roles can require the samg¢ skill. For

exdmple, the role of a project team leader may combifig, planning, information design, and tesfting skills.

The role of senior designer may require information design and content development skills. A role

deflined at the organizational level may be content strategist, with advanced content management and

adyanced product technology skills, to provide direction to multiple project teams.

Ong staff member may perform multiple roles. For example, a very experienced staff member may be

both the content strategist for the organization and the team leader for a specific project.

Mulltiple staff members may perform the same role. For example, there may be three content dlevelopers

on [the same project team.

Certain skills may be required in all roles, such as problem-solving, clear communication, or feamwork.

The manager should carefully define roles based on the following considerations:

— | the size and experience of the current staff. For example, a small staff does not need a tgam leader
role. As another' example, experience may indicate that a team leader is necessary to sucgess of the
project in-which a team has multiple junior content developers.

— | the content strategy for the project influencing the types of roles required. For example, an
organization with a high degree of shared content across projects may require a lead ardhitect role
th@at spans multiple projects.

the expectations and norms of the larger organization. For example, the term "chief writer or chief
information developer" may be more appropriate than "lead writer or lead information developer”
in a particular industry.

standard roles associated with particular development or engineering processes, such as traditional
or agile. ISO/IEC/IEEE 26515 describes information-development roles in an agile development team.

personnel policies and standards that also dictate the levels of responsibility within roles, such
as the designations junior information developer, information developer and senior information
developer.

career goals and development goals of individual staff. For example, a manager creates a lead
information developer role as a path to developing team leader skills for a specific staff member.
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— reuse of content across functional areas. For example, if content can be reused in areas such as
training, marketing, or professional services, it will be appropriate to include cross-functional
coordination as a role.

future strategic goals for the organization. For example, if the organization has a focus on improving
customer service, it will be appropriate to create a service leader role.

Managers should use the considerations listed above to define roles adapted specifically to the needs of
their teams and organizations. However, common roles often found on user information-development
teams include the following:

— manager;
— content strategist;

— team leader, project leader, or project manager;

— information architect;

— taxonpmy architect;

— content developer or information developer;

— visuallor graphic designer;

— editorf;

— experjence researcher, interactivity designer, or instructigonal designer; and

— localization coordinator.

The manager shall identify skills and responsibilities for‘each role and communicate these expectatipns
to the asdigned staff. This information may be documented and communicated using organizatfion
or project] job descriptions, or in information-development plans, or through annual performance
objectives| The manager should evaluate and.assess staff based on their fulfillment of these expectatigns.
For more ¢xamples of common roles and skills, specifically related to DITA adoption, see [4].

9.1.3 Hiring and training staff

The manager shall be responsible for a staffing plan. The staffing plan may include full-time or part-
time staff] outsourcing withneontractors or contracting agencies, or the use of consultants. The goal
of the staffing plan is to mget the skill requirements, both required and strategic, for a given project
or for the|overall organization. One approach to filling the skill and capacity needs for informatipn-
developmént projectsiis to hire staff. Another approach to meet skill or role gaps is through training or
mentoring of existing staff.

9.1.3.1 Hiring staff

If additional full-time or part-time staff are required, the manager shall identify the required skills and
intended roles for the new staff, and sources of candidates. Sources include internal hiring within a
larger organization or external hiring. The manager shall collect evidence that the selected candidate
has experience to meet the skill and role requirements of the target project or organization.

9.1.3.2 Training staff

Another approach to meet skill or role gaps is through training of existing staff. Even where skill or role
gaps do not exist, ongoing training of staff is important to the vitality of an information-development
team, to career development, and to succession planning. Newly hired staff also require training as
they integrate into a new organization.
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The manager should identify a training plan that may include the following:

addressing required or strategic skill gaps;

:2018(E)

cross-training for team vitality, for example to provide backup capacity or to provide flexibility of
staffing for peak periods. As a specific example, training multiple staff on editing skills provides
the manager the ability to temporarily increase the editing capacity of a team without hiring

additional staff, and as a further example also provides backup capability if an editor is
an extended period;

developing staff to achieve career goals, such as additional leadership training to ena

At

As

9.14 Outsourcing staff

As
cofl

prd

Before making an outsourcing decision, the manager shall identify the required skills anc

rol
thg
wif

Un

transitions into new roles or expanded responsibility in a current role;

preparing for a succession plan, so that others on the team are prepared to take on/the ski
of key members who leave or move into new roles; and

orienting newly hired staff to the procedures, processes, technology, or othér’elements
position.

Faining plan may consist of a range of approaches, such as:

more experienced staff training others on the staff;

outside trainers or experts in the desired subject area hiredto provide on-site training;
on-the-job training (OJT) under the supervision of a more'éxperienced staff member or the
mentoring programs within the organization; and

outside training sources such as certification pragrams, offerings from professional socief
training programs, or college or university offerings.

training is completed, skill assessments-aid identified gaps should be updated.

part of a comprehensive staffing plan, the manager may consider outsourcing with cq
tracting agencies, or consyltants to meet the skill and capacity needs for information-de
jects.

es for additional resources required. As part of the selection process, the manager shall de
t the selected source meets the skill and role requirements of the target project or org
h the ability.to complete work on schedule, within budget, and with the desired quality le

que considerations for the manager as part of the decision to outsource include the follow

costrelative to budget;

absent for

ble career

Ills or roles

bf the new

manager;

ies, online

ntractors,
velopment

| intended
Inonstrate
anization,
vels.

ing:

Tocation of the outsourced resource. Consider if work has to be done onsite or if it may be done

remotely;

ability of the outsourced staff to obtain necessary security clearances;

communication with both the user information-development team as well as extended engineering

or stakeholder members;
quality control of the work to be completed;
software and authoring tools required to complete the work;

whether any of the information is proprietary and the type of security required to prote
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project management of the outsourced work, such as setting and monitoring of schedules;

possible overlap or contention with in-house staff roles;

present within the in-house staff;

impact on longer term skill gaps and succession plans, if the outsourced staff provides skills not

impact on long-term vitality of the manager's organization, for example if the outsourced work does

not meet quality standards, or if the outsourced staff is perceived as more competent than the in-

house

staff; and

whetH

When mal
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specif
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9.1.5 Ey
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€r the product is nearing end-ol-lite and has a [ower maintenance priority.

Fing an outsourcing decision, the manager shall identify methods to monitor and matage
ng:

ic language in the contract about quality standards, schedule or budget;

cation and definition of roles on both the in-house and outsourced staff

hg of the outsourced staff, or cross-training between in-house and qutsourced staff;

establlishment of a liaison role, or team leader role with responsibjlity for the outsourced work;

fication of communication methods and frequency,, te~be used with the informati
pment staff as well as other affected stakeholders;

hs for feedback to the outsourced staff on quality‘ofwork or areas for improvement; and
hation criteria for ending the contract.

ber shall be responsible to assess the success of the outsourced skills or roles at the complet
ect or contracted obligation.

zation may choose to follow ISO/IEC/IEEE 26512 to acquire services to support
ent of information for users for its products.

aluating staff

onsibility of the manager role is evaluation of staff performance. The format, frequency, 3
evaluations will likely be determined by the organization's Human Resources programs 3
he manager shdll,comply with all such organizational requirements.

se constraints, the manager should strive to address status of and improvement in the l¢g
1 and strategic skills expected of a given staff member.

bngoing evaluative feedback is a good practice for managers to provide the opportunity

the

 resources to mitigate any of the above considerations that are relevant. Methods inclfide

jon

the

ind
ind

vel

for

staff to improwve or correct performance issues before formal evaluation.

Managers do not conduct performance evaluations or create development plans for contract employees.
Contractors are provided necessary training, but not development or performance evaluations.

9.1.6 Developing staff

Beyond training of staff for required skills for current projects, a manager should consider longer-term
needs of both individual staff as well as the organization. Ongoing training and development of staff is
important to the vitality of a user information-development team, to career development of individuals,
and to succession planning.
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As mentioned previously, the training plan for a project or organization may address:

— developing staff to achieve career goals, such as additional leadership training to enable career
transitions into new roles or expanded responsibility in a current role; and

— preparing for a succession plan, so that others on the team are prepared to take on the skills or roles
of key members who may leave or move into new roles.

In addition to such a training plan, the manager shall consider individual development needs of each
staff member, and work with each staff member to balance the goals of the individual with the overall
mission and goals of the organization. To meet individual development needs of a staff member, a
manager may offer:

— | on-the-job (O]T) training;

— | mentoring;

— | career counseling;

— | various training offerings;

— | support for participation in certification programs or professionmal\societies; and

— | other programs that are available from the organization's Human Resources function.

The manager shall also consider the strategic goals and strategic skill requirements of the organization
andl know that the training plan as well as individual development plans support achievement of those
strptegic goals.

9.1.7 Succession planning

As|part of a comprehensive training plan_and individual development planning, a manager should
corjsider succession planning for the organization. To effectively incorporate succession plapning into
trafining and development, the manager-Should:

— | identify critical skills and roles.needed for the success of a project or the organization; aid

— | as part of the skills assesSment or otherwise, inventory the availability of critical gkills that
currently exist, and the availability of individuals who are able to fulfill the critical roles beyond
those currently in thent:

A dritical role that should be considered includes that of manager of the user information-defelopment
teagm. The current.manager should consider succession planning for his or her position as part of the
tr%}ning and development plans created for the staff, within the guidelines of existing Human Resource
policy and pr@cedures for the organization.

9.2  Aligning teams with the engineering life cycle

One special consideration in the formation ol teams is alignment with the engineering life cycle
or processes that are used in the larger organization. While the manager has formed information-
development teams based on required skills and common information-development roles, the
engineering processes in operation for a given project or organization also influence the structure of
the team. For example:

— Inatraditional model, only one team leader is required; in an agile model, multiple lead information
developers are required (one for each scrum team).

— In a traditional model, an organization may share one localization coordinator; in an agile model,
each team needs someone with knowledge of localization processes.

— In a traditional model, a team has a schedule planner; in an agile model, each content developer
manages his or her own schedules.
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The manager shall understand the governing processes and operational models for each project and

modify the team structure, roles, and skills appropriately.

NOTE ISO/IEC/IEEE 26515 describes information-development roles in an agile development team.

10 Managing technical reviews

Prior to final publication of information for users, quality control processes shall include formal
reviews of information for users. The objective of technical reviews is to promote consistent, complete,
accurate, and usable information throughout its life cycle, not just during development. These reviews

should incjude the following, when applicable:

— review of information for users;

These reviews should be conducted by experts for the type of reviewTrequired. Review approvals li}all

and completion of technical reviews. The information-development manager should use such a sys
if availablg.

NOTE SO/IEC/IEEE 26513:2017 has details on the standards for evaluation and testing of user informat
This docunjent contains details on evaluation methods and procedures, examples, and objectives.

11 Managing the translation process

11.1 Trapslation requirements

.ng
em

on.

for

Product, industry, or customer requirements may make it necessary to translate information
users into|the native languages where the product is sold or used. In some organizations, the mana
is involved in collecting, defining, and implementing translation requirements. Whether respons
for translgtions or not, the.manager shall incorporate the translation strategy into the informati
developmént planning and’scheduling process. If translation is required, the factors in the follow
sections should be considered.

See ISO 171100 Translation services — Requirements for translation services.

For detailg abotit the translation management, see Annex C.

er
ble
pn-
ing

11.1.1 Languages

The most basic translation requirement is which languages are needed. The decision is based on fact
including the following:

— marketing plans for a product;

— user needs in the countries and locales targeted;

ors

— legal or (ifapplicable) regulatory requirements in those countries, including Conformité Européenne

(CE) mark approval. See Annex C for details on the CE mark.

— the requirements of employees whose first language is not the corporation's source language;
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— whether the user interface is translated. Generally, if the user interface is translated into a language,
the information for users should be translated into that language as well. However, some countries

require information to be in local languages even when the user interface is not.

The manager should research the languages and dialects required for the targeted countries and
locales. In addition to determining languages, the manager or responsible person should determine
which, if any, local dialects are required.

11.1.2 Character sets
rstase-trar r sets and
s to be used.
11j1.3 Timing
The manager or responsible party shall include required timing of translations in the franslation
strptegy and plans and preferably in the overall project plans.
11j]1.4 Deliverables
The translation strategy should specify typical deliverables for €ach language; a translatipn project
shquld specify the deliverables for each language, including the.format required. The delivefrables can
incJude PDFs of documents of various sizes or for various audiences, user assistance, web cqntent, etc.
It may be easiest to manage these specifications in a spreadsheet. For example, see the table pf selected
lanjguages.
Table 2 — Sample Translation Worksheet
Projects ar bg cs da de el en es et
1 1 1 1 1 1 1 1 1
2 1
3 1 1 1 1
4 1 1 1 1
5 1 1
ar ¥ Arabic
bg F Bulgarian
cs § Czech
da F Danish
de F Germian
el =-Greek
en = English

es = Spanish

et=

Estonian

This worksheet assumes only one dialect per language. The legend for the language codes is in the
column at the bottom. The worksheet can be made more complex and useful by multiplying the number
of languages times the cost per page of that language.
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11.2 Selecting translation and localization approaches and services provider(s)

The manager may be involved in or responsible for translation strategy and for selecting service
provider(s) for language translation and localization. Different corporations take different approaches
to translations. The manager or responsible party should decide how to manage translations from the
options below:

— internally vs. externally through one or more providers;

ortoi

some

11.3 Tra

The mana
or periodi

11.4 Tra

Translatio
like units
translator]

If an orga
responsib
agreemen
translatio

The mana
the transl

Is the

Is the
other
may by

Does t

Will t

ndividual countries; and

centrally in a domestic firm or in a small number of translation centers, or distributed to the regions

rombination of the approaches above, depending upon language and geography.

nslation cost estimates

ber or responsible person should include translation estimates as part of project and in yez
C budgeting, in alignment with organizational practices.

nslation memory management

In memory is a database that stores "segments," which can be sehténces, phrases, or senten

S.

hization's translation service provider uses automated-translation memory, the manager
e party should consider ownership of the translation memories in a contract or service lg
f with the provider. There are advantages and_disadvantages to the organization owning
1 memories.

ber or responsible party should determinéthe answers to the following questions as par
htion strategy:

service provider allowed or encoutaged to use the translation memories for other clients?

service provider allowed to, use translation memories from their other clients? (Note t|
clients include organizatigns within the corporation and external clients, and the answ
e different for external ¥syinternal clients.)

he organization want'to retain ownership of the translation memories?

he translation 'service provider share translation memories with other translation sery

providlers, in cases-where additional translation service providers are needed?

Will t
the on
poten

e provider transfer translation memories to the organization or to a new service provide
ganization decides to use a different vendor? If so, is that reasonable and feasible given
Fialfor higher costs?

rly

ce-

(headings, titles, or elements in a list) that have been translated, in order to aid hunpan
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vel
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11.5 Machine translation

If the organization uses machine translation, managers should use one or more of the following methods
to improve quality:

strict

46

limiting the domain;

use of terminology;

if the source is in English, use of Standard Technical English; and

use of non-ambiguous language or automated checkers.

© ISO/IEC 2018 - All rights reserved
© IEEE 2018 - All rights reserved


https://iecnorm.com/api/?name=15070ef7c5868f1e1bc2616fcf30eead

ISO/IEC/IEEE 26511:2018(E)

When accuracy is important, post-editing and normal review procedures should still be used to
promote high quality.

11.6 Translation review and quality control

Reviewers and testers of the translated and localized content and user interfaces should be located in
the target country, know the target language, and have the necessary technical knowledge. If the same
dialect will be used in multiple countries, the reviewers and testers should be located in the countries
that use that dialect. If the user interface is translated and localized, it should be tested against the
translated and localized information for users. Integrated information should be tested for proper

linking. See ISO/TEC/TEEE Z6513:2017 for more information on testing.

NO['E Language and terminology change over time; therefore, a translator who no longer lives in the

target country could be unfamiliar with current usage. However, sometimes it is not possible {to use|in-country

trapslators, such as when the translation will be used in multiple countries.

The types of problems that may be identified during localization review of infeymnation for us¢rs include

thq following:

— | inaccurate translations of text due to errors in word choice;

— | editorial errors in grammar and spelling;

— | composition errors in page layout, including missing text;

— | missing translations of the text in images and diagrams;

— | localization errors due to inappropriate choic€ of examples, illustrations, and other|culturally
significant subjects in the source language;

— | screen captures not matching the user inteérface, whether localized or not; and

— | broken links in integrated information:

1117 Terminology management

Through systems or processés, the manager or responsible person should enable irfformation

devyelopers to use terminology-in the source language consistently and correctly. Also, the npanager or

regponsible party should, select target language terms for key terminology in the source la%uage and

in the knowledge domain of the content.

Prgduct, componént;” and proprietary names are particularly important terms. The manager or

regponsible party-should determine for each language whether these names remain in the source

lanjguage or whether localized product names should be used, usually with input from both local and

organization’wide marketing. Those decisions are affected by whether source language names are

trademarked, in which case the manager or responsible person should determlne whethdr a target

product names, and such dec151ons should be made per language

At minimum, a terminology database should include the source language term and the target language
term, including an indication whether it is translated. The term's definition and an example of proper
usage are also helpful to specify the concept. Terminology management can also specify a term's part of
speech, gender, and other attributes.

11.8 Writing for translation

Managers should encourage or require information developers to create content that is easier to
translate. The organization should require training in writing for translation.
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Mechanisms for improving the source language include the following:

style guides, which can be automated or manual;
editing with translation in mind;
applying Standard Technical English (STE) in writing style; and

software ambiguity checkers.

11.9 Managing the translation and localization of the user interface
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12 Managing final production and delivery

12.1 Fing

Productio

h hard wiring source language in the software itself. This @eference table is sometimes caJl
and the data in the schema is sometimes called a data dictionary. These strategies engble

ber may be responsible for translating and localizing user interfaces as well as inforimat
pspecially in smaller organizations. In such cases the manager shall coordinate schedules :
fation with the teams that develop and release the user interface.

nts or specifications for software and user interfaces. After the user interface and softw
bte, it is usually expensive or even impossible to translate or localize witheut major rewor

idelines for user interface translation and localization:

strategies or tables for naming objects should be used in~thé user interface by langu3

latic mapping for user interfaces.

ce user interface, room should be left forlanguag@éxpansion, especially if the source langu
Japanese, or Chinese. These languages tend te:be more compact than other languages. If
buages include any of the European languages-such as German, they can take 30 % to 40 ¢
space for certain terms.

possible abbreviating target language terminology should be avoided. If abbreviations
le, the abbreviations should be made by translators of the target language rather than|
5 or speakers of the source language.

s for units of measure, date,time, number, and currency formats should be enabled.

nterface allows users toselect a language, the name of the language should be displayec
age. For example, the'user interface should list Deutsch rather than German.

1l production and delivery defined

hafid delivery are the steps for making final deliverables, assuring their quality, and sett

jon
ind

of
hre

ge,
ed

hge
the
or

are
by

in

ing

them up to be delivered to users. These processes sometimes include many detailed steps for each
language in which information is produced. Many of the processes can be automated to reduce the cycle
time during what is often the critical path to product delivery. The manager shall provide training in
and documentation of the steps and processes required.

12.1.1 Final approvals

The manager or delegate shall ascertain that the final required approvers have approved the content. In
some organizations, this approval may be part of the Engineering Change Order process. See Clause 10
on Managing technical reviews.
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For each language produced, the manager or the manager’s delegate should institute the following steps
as part of production.

For printed versions or PDFs:

Generate and check indexes, tables of contents, lists of figures, and glossaries if applicable.

Generate and check the final documents.

LI
ForH+t

For
inc
12

Th
org

1y

2)
3)
4)
5)

6)

Evd

vH; hcly, orother outputtypes:
Compile and check files.
Check that links work in all languages.

all information, perform quality assurance and proofread according to the list(s) develop
Juding final checks of graphics.

1.3 Atdelivery

e manager or a delegate shall complete the final steps of the production process. The step
er may vary by organization, for example:

Release the final approved deliverables (physical and virtual) to the organizat
management system or other enterprise system.

Complete handoffs to vendors and production people.
Post final approved deliverables on organizational websites if appropriate.
Test that topics and PDFs are properly:displayed online.

Complete First Article Inspectiow;if appropriate. For example, Quality Assurance, In
Development, and Packaging together inspect the first item(s) delivered from v
Manufacturing Final Assembljzso that all the items are included and in the proper place,
this inspection, participantsverify that the correct label(s) in the correct language(s) app

in the packaging and.correctly assembled.

Archive final versjon of final native source files, as well as final PDFs and HTML files. Th
files can be usedas the foundation for information for users for subsequent products ang

bn though@product is no longer sold, people may still be using it. Content should only b
from viewing on websites only in situations such as the following:

wher a product end of life date has been identified and communicated to the public, fo

ed earlier,

b and their

on’s data

formation
endors or
As part of
ear on the

appropriate place on packages, and all the documents or physical pieces on the Bill of Mdterials are

pse source
services.

b removed

' example,

because of a completed product recall;

when the content should not have been released;
when the wrong version of content was made visible;

when the content was made visible in a geography where products do not have regulato
approval;

ry or legal

when the content contains errors that may be dangerous to users or equipment and needs to be

removed immediately, even before revised content is released.
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12.2 Before production time

While content is still being developed, the activities listed below should be completed before the
production phase, which is often on the critical path to product release. If these tasks are done ahead
of the production phase, the production phase will run faster and will run more smoothly. In some
organizations, this activity is handled by purchasing or production departments. If so, the manager or
delegate should collaborate with those departments on specifications and schedules for the following:

— the tools and content have been preprocessed and tested;

— quality assurance or proofing lists have been developed, preferably based on the types of errors
that afe likely to happen with the publishing and compiling systems;

— vendors have specifications or instructions for producing or duplicating deliverables,in¢luding
delivery schedules; and

— for physical deliverables such as printed manuals, CD-ROMs, Bills of Material, other;mechanisms|for
associating information with a particular product have been defined.

13 Meaguring content quality and user satisfaction

13.1 Measuring content quality and user satisfaction defined

The manager shall develop a process and set of metrics to assess. the quality of the content deliveyed,
including flefect identification as well as indicators of user satisfaction.

a) Identify the set of metrics to be used to assess quality)aeross projects, including defects and ujser
satisfaction.

b) Ensurfe a process is in place as necessary to collect the specific measurements for each project.

c) Use the measurements to correct defects” and, through root-cause analysis, improve fhe
information-development process.

d) Where possible, use user feedback tevalidate the measurements of quality and user satisfaction.

e) Strivel to develop predictive metrics that lend themselves to be measured in-process (durfing
develgpment) to take preventivé action before content is delivered.

The manager may, however,-delegate the data collection, measurement tracking and analysis, or other
related tagks to senior members of the staff, such as a team leader or lead information developer.

NOTE ISO/IEC 15989:2007, Systems and software engineering — Measurement process provides mpore
detail on njeasuremernts. [SO/IEC/IEEE 26513:2017 specifies processes for use in testing and reviewing of yser
documentaftion.

To facilitafe comparatlve ana1y51s a base set of metrlcs should be used across an organlzatlon for] all
projects.
collected, at the outset of any glven pr0]ect

Measuring quality and user satisfaction is essential to continuous improvement of the information
for users and underlying process. Collecting and analyzing measurements over time also enables the
manager to use trend analysis to substantiate and quantify improvements in information, as well
as identify problem areas that need correction or remediation. Instances of especially successful
information as well as successful process approaches may be identified as best practices to be replicated
across teams.

Metrics should contain the following attributes:

— well-defined, so that everyone has the same understanding of its meaning;
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easily measured or worth the effort to measure;
reproducible or repeatable; and

provides a meaningful measurement of process outcomes and quality.

:2018(E)

has a range, a meaningful domain, and a known slope; that is, the shape of the curve is understood;

For a metric defined as the number of XML coding errors per 1 000 words, the range is 0 (no errors)

to 1 000 (every word is in error). The domain is the entire range. The slope is negati
numbers are worse than smaller numbers). The metric is objective and, given a specified
ref€atable. Automated coding cNeckers Mmake it easy to COllect the measurement an
can) be repeated reliably. Coding errors impact the quality and consistency of the output.a

mepsurement is meaningful and may immediately lead to remediation of the defeet. The
errfors per 1 000 words. The measurement for a specific document can be "15."

13]1.1 Measuring quality defects

Ong definition of quality information for users is information that meets the user's req;
Majnagers should have an understanding of user requirements that may‘then be used to devel
to measure conformance to those requirements. The next sectiofi ("Measuring User Sat
degcribes ways to use user feedback to measure user satisfaction. However, there are

generally applicable standards and characteristics that help\assess the quality of in
regardless of the specific user. To measure the extent to which-these quality characteristics a
quality metrics for information for users traditionally traek the number of defects (when in

deyiates from or is lacking in the quality characteristic);ysuch as grammatical or spelling

ve (larger
authority,

€ mehjsurement

thus the
metric is

lirements.
Dp metrics
jsfaction”)
hlso many
formation,
‘e present,
formation
errors, or

discrepancies between the information and acceptéd standards for content, structure, and format.

Sugh user information standards should be refefenced in the project plan or in organiz
quality standards. Discrepancies, or defects, from'generally recognized standards influence
impression of reliability and quality of information. Various types of editing reviews, pe¢
chacklists, or automated tools can be usedto.evaluate conformance.

Some examples of standards-related guality defects that may be tracked or measured i1
following:

deviations from a specific style guide;

grammar or spelling efrors;

flagged languageiniautomated tools that aid in improving the translatability of text;
comments/cotrections from editors; and

formatting-errors flagged as non-conforming by authoring tools.

Ot

deflinition of quality information for users, such as:

htion-wide
the user's
I reviews,

clude the

a broader

auer quality defects to be measured and tracked compare the current information with
i

technical accuracy;
completeness;

clarity;

task orientation;

visual effectiveness;

use of samples and examples; and

ease of searching, browsing, linking for online information.
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For a useful example of a quality model upon which to base defect measurement, seel2].

Project plans should include a process to measure explicit quality goals. The project plan may include
remediation plans for specific metrics. At a minimum, managers should identify a metric to track
conformance to a base set of standards, and to track accuracy errors. As an example of the latter, a
metric to track technical accuracy is the number of errors per 100 topics. Technical accuracy is
measured prior to delivery using technical review comments, and post-delivery based on customer-
reported service calls.

The manager shall put a process in place as necessary to collect, evaluate, store and share the
measurements

13.1.2 M

Managers
informatic
characteri

the eyes df the user. Well written or beautifully presented information that does/mot solve the us

problem is

Sources of

usabillity testing, especially if the subjects are actual users or réprésentative users (same skill

know
reade
commy
users
defect

interv

help desk calls; and

feedb

Managers

satisfactidgn, using availablé user feedback sources wherever possible. All project plans should inclug

process to

Examples

52

avera
you w

pasuring user satisfaction

should identify sources of user feedback to directly measure satisfaction- with
n. While conformance to standards and internal assessments of adherence to_quality mo
stics are often good predictors of user satisfaction, they are not a guararitee of "quality

user feedback include the following:

edge level);

- comment forms, including online feedback forms;

ents in online forums, such as service forums.for'a product;
ite visits;

reporting through a formal product service process;

iews with user-facing personnel;

ick from training persofinel on product information used.

shall develop metrics and a supporting process to collect the data needed to measure u

measure, evaluate, store and share specific user satisfaction metrics.
of possibledrser-based metrics for user satisfaction include the following:

be rating on survey questions about quality at the end of a usability test ("how satisfied
ith this information on a scale of 1 to 5”);

the
del

in
br's

not, in the eyes of the user, a quality document. Users or user representatives may determjine
if user requirements for the information have been met.

ind

Ser
ea

are

percent of online feedback forms rating information good or very good;

number of user-reported accuracy errors per 100 topics, as documented in service desk calls;

tracking of information comments in online user group forums (In this case, the measurement is
binary whether the comments are being tracked or not. A process should then be in place to analyze
and follow up on relevant comments.)

number of service desk calls per month solved by referring the user to information (this measures
the findability of information);
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— rating of perception of information quality on a 1 to 5 scale based on interviews with user-facing
service personnel (for example, if the information-development group does not have direct access

to defect data or service logs).

13.1.3 Correcting quality defects and improving the process

The manager shall use quality measurements to identify and correct defects and, through root-cause

analysis, improve the information-development process.

Many defe

cts may be identified and corrected prior to delivery of the information to the user.
of ¢ T

rs identified by subject-matter experts during internal technical reviews."If
manager should have a method of prioritization for corrections based on impact o th
exgmple, technical accuracy errors are generally considered high priority for technieal in
whiile some organizational improvements (additional supplemental information, forexample)
in the editing process may be delayed without severe impact on the user. For any-defects ide
nof corrected prior to delivery of the information, the manager shall have a process for tr
appropriate corrective action and timing (for example, to be corrected at'd,specific time fr
conpsidered as a future requirement or optional suggestion, or to be rejected). The manager
haye a process for tracking and handling defects identified post-delivery, again with a classi
priprity, action, and timing. Often these processes are establisheddand documented at the or
level. If so, individual project plans should either reference the-organization process or expl
an plternative defect-correction process.

In

sel
imj]
inv
the
Jo{oF:

As
cau

s
afn

tr
tec

hddition to establishing a process for correcting defects; the manager should establish a
ectively conduct root-cause analysis on critical defects that may lead to opportunities f
brovement. Not all defects lend themselves to sueh.,analysis and the manager most likely
est the time to analyze all defects, but the manager should establish criteria to selectively
source of a subset of critical defects to theirerigin in the information-development proce;
1 of improving the process to prevent suclrdefects in the future.

hn example, if a particular information'set has a higher than average number of spelling ert

are not sufficiently trained on the spell-check tool; corrective action may include req
ing as part of the orientatjonprocess for all new information developers. As another
hnical accuracy measurement can identify a higher than usual number of accuracy ert1
cayse analysis can identify that the key subject-matter expert for that document did not {
in the technical reviews.'A resulting process improvement can identify "required reviewer
whjose review the information-development process should not proceed.

13]1.4 Using user feedback to validate measurements and improve processes

WHhere possible, the manager shall use user feedback to validate the measurements of qualit

Examples
g process,
necessary,
b user. For
formation,
identified
htified but
hcking the
hme, to be
shall also
fication of
banization
citly state

process to
DI process
thould not
trace back
s with the

ors,aroot

se analysis can identify that the soflirce content came primarily from new information dlevelopers

uired tool
bxample, a
ors. Root-
articipate
5" without

y and user

saf]

qu
of'

isfactioh. As stated earlier, conformance to standards and internal assessments of ad

E

rence to

lity'model characteristics are often good predictors of user satisfaction but they are not afguarantee
quality” in the eyes of the user. Further, user feedback provides another opportunity for thie manager

to use root-cause analysis to improve the information process.

In addition to collecting quantitative data for user satisfaction metrics, the manager should establish a
process to access, collect, and monitor available sources of qualitative feedback about the information
and seek to establish correlations to the quality or user satisfaction measurements. For possible
qualitative sources of feedback, see 13.1.2.

While not a formal metric, awareness of trends in such feedback over time may provide valuable insight
into the validity of formal metrics. The most important insight is where the feedback subjectively
indicates a quality level clearly not aligned with the quality measurements. For example, in the worst
case, the measurements may have indicated a high-quality piece of information while the user feedback
indicates high dissatisfaction or critical quality defects. Such a mismatch should trigger root-cause
analysis to determine why the metrics are not producing measurements that align with the user view of
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quality. Such a situation may also reveal new user requirements that had not previously been known or

understoo

d. In either case, the manager should investigate improvements to the measurement process

or the information-development process, so that future information better meets the needs of the user
with corresponding metrics to accurately assess quality and satisfaction.

Specific comments or feedback may identify defects or areas of improvement that should be addressed

according

to the defect correction process. Such defects may also present an opportunity for root-cause

analysis to improve the information-development process to prevent similar errors in the future.

13.2 Identifying predictive measurements for preventive action

Where popsible, the manager should develop metrics that can predict quality or satisfaction when
measuredfin-process (during development), so that preventive action is taken before content is delivered.

A predict
result. Fo
and deter
matter ex
with ten

e measurement is one that is correlated over time with a given quality or,satisfactiion
example, a manager may analyze poor user satisfaction ratings of informatien over time
ine that a common process characteristic across those instances is a low namber of subj¢ct-
ert reviewers, or in some cases only a single technical review meeting. If no informatjion
more SME reviewers and two or more technical reviews has been found to have poor

satisfactign ratings, this becomes a predictive, in-process measurement that should trigger preventjive
action befpre completing the information-development life cycle. That is, if-a set of information hds a
review with only six SMEs and only one technical review meeting, then(the process should requiie a

second rey

As anothg
informatid
measurent
Perhaps th
be shippin
becomes a
rating may

14 Meas

14.1 Imyp

Managers
estimating
and new t
resources

In additio
to illumin
effectiven

A baseling
deteriorat

Managers
problems.

riew meeting or additional SME reviews before the informatien‘is completed for delivery.

r example, a manager may analyze poor user satisfaction ratings of English-langupge
n over time and determine that a common characteristic across those “poor” instances {s a
ent of "50" or less on an automated syntax tool uséd to assess clarity of text for translatjon.
e recommendations from this tool were not required’'to be addressed for information known to
i in English-only. However, based on user-satisfaction analysis and correlation, this rating now
useful predictor of quality and satisfaction éven for English-only information, and a mini
' be added to the process as a criterion for passing the information-development phase.

uring productivity, efficiency; and cost

ortance of measuring cost, productivity, and efficiency

ind
nts
E of

shall regularly track actual costs to provide data to assist in more accurately budgeting 3
y the amount of labox required for work, as well as to assess whether process improveme
pols are effectiveRroductivity and efficiency are valuable measures derived from the cos
consumed anddeliverable output over comparable periods of time.

sis
the

h, managens-should track other measurements on either a short-term or long-term b3
nte problems and suggest areas needing improvements and to derive feedback about
bss of efforts at improvement and innovation.

or

should be established against which subsequent measurements reflect improvementg
on.

may use measurements to illuminate or help solve particular cost, productivity, and efficiency

14.1.1 Operational costs

Managers
Managers
the deviat

NOTE

should review periodic operational spending reports if they are provided by the organization.
should note whether actuals are running over or under budget or forecasts, determine why
ions from forecasts have occurred, if possible, and escalate any issues in a timely way.

Budgeting is usually done yearly. Forecasts are periodic projections (quarterly or sometimes even

monthly) to estimate future spending.
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14.1.2 Labor costs

For most information-development organizations the vast majority of costs are labor costs. Labor costs
may be broken down into categories:

— regular employee costs;
— contract employee costs;

— costs for consultants who work on short-term projects to produce a particular deliverable; and

1 1 4 N N ) e 1 1 L 4=l . bt
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NO['E In some organizations, consultant costs or charge-back labor costs are considered discretionary and
carl be combined as professional services or some other label.

14)|1.3 Non-labor costs

The most common and important non-labor costs for information-development organizations include
the following categories:

— | training;

— | travel;

— | computers and other equipment or depreciation of those\assets;
— | software, software licenses, and software support'costs; and
— | supplies.

At some organizations, managers are also responsible for tracking various types of overhead costs,
sudh as telephone expenses and building ogcupancy costs.

14]1.4 Translation, printing, and publishing costs

In fome organizations, the information-development manager is responsible for translatior], printing,
and publishing costs. In those0rganizations, the manager should monitor these costs along with other
infprmation-development ¢osts.

1412 Project costs-and time tracking

Prgject costs are generally the most important costs that information-development managers track.
Be¢ause (aside from translations and printing) labor represents the majority of the cost of dleveloping
infprmation;\information-development managers should track staff time on projects or refuire staff
members-to track their time spent on projects. Information-development organizations that are part
of |arger’development organizations are usually required to track labor or time spent gn product
deyelopment, on sustaining projects, and sometimes on other activities. In organizations with effective
time tracking systems, managers should use those systems to track and report time on projects.

14.2.1 Time intervals

The granularity or time interval for tracking should be determined by what is most appropriate
for the information-development organization. In organizations where some individuals work on
many projects, the granularity or time interval can be small. The interval selected should support
the reasonable progress of work, for example, hour, half hour, or quarter hour. Usually information-
development tracking is hourly or by day, week, or month. Tracking is important, but it should not
become burdensome.
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14.2.2 Time allocation

In some organizations, the costs for information-development organizations are “allocated” periodically,
such as once a year as part of annual budgeting. Annual budgeting occurs most often when information-
development is not part of product development. For example, under an allocation agreement, 50 % of
a particular information developer’s time (and cost) is allocated to one project or division, 20 % to a
second, and 30 % to a third. However, even in such allocation environments, internal clients sometimes
want more detail about actual time spent on their projects. Therefore, even in organizations that
allocate time on a yearly or other basis, tracking actual time on projects often makes sense, not only to
amass data to assist in budgeting and project estimates, but also to report to internal clients.

14.2.3 Typical activities for tracking time

Managers|may require workers to track time on various activities. Time tracking should beapptopriate
to the project needs. The number of activities should be fewer than 15-20, so that it is easy.for workfers
to determ]ne what activity to record. Activities for information-development time tracking may inclfide
but are noft limited to those listed below. Note that in some organizations all training/is combined ipto
one activity, as well as potentially all administrative tasks, regardless of whether the activity is relafed
to project$ or not.

Project-related activities include the following:

— reseafch and planning;

— writing;

— editinlg and review;

— develgping illustrations;

— improving findability: Indexing, linking, metadata, keywords, and others;

— production and publishing;

— produgct or project training;

— admirjistrative tasks related to prgjects, such as meetings, email, and status reporting;
— reworlk (see 14.4.2 on rework]. Activities not related to projects include the following:
— admirjistrative tasks such-as performance reviews and non-project email and meetings;
— trainihg not related to projects; and

— vacation, sick leave, and personal time off.

14.2.4 Oyertime

All projectefforts—should-berecorded-so-theyecanbeused-toimprovefuture-estimates—overtime
hours tracked are restricted, tracking will incorrectly report the amount of work required to complete
projects, leading to inaccurately low estimates for future projects and a downward cycle of stress and

overwork.

14.2.5 Monitoring project costs

As part of project management activities, managers should monitor budgeted or forecasted time
(labor) versus actual time (labor) per project on a regular periodic basis. Managers should also monitor
any non-labor project spending. Managers should analyze results and try to determine the causes of
variances in order to drive better budgeting and forecasting in the future, as well as to intervene where
necessary, such as to reallocate personnel.
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In organizations lacking time tracking systems, or in those where systems provide insufficient data,
managers should develop a methodology for tracking and reporting information-development project
costs. The manager should document any such methodology so that the same methodology may be used
for all projects.

In their calculations, managers may use an average cost for information developers (and other workers),
such as the general measurement below, rather than the compensation for particular individuals.

Average cost = budget (or spending)/capacity (or time units of work done)

whfere

budget = total budget for a time period (such as a year), including overhead

andl where

capacity = total available staff time units per year

EXAMPLE Assume that an organization has 10 information developers.and a budget of $1 3P0 000 per
yedr. A fulltime worker at 40 hours per week has 52 weeks or 2 080 hours. However, available work {ime should
be falculated at less than that to account for paid time off and sick leavesSome organizations use 4 960 hours
(49] weeks) per year for estimating purposes. Thus, the available woyk capacity of this organizatiop would be
49() weeks (or 19 600 hours), and the rate for work would be $66/hour ($2 653/week).

14)2.6 Reporting project costs

M:Eagers should determine whether the organizdtion provides periodic project reports [to project
mapnagers. If not, the manager should collaborate with project managers to determine what if any
praject reporting is necessary and at what frequency.

upon request they may help explaincvariances. For example, depending upon the expedtations of
a management team, managers should proactively report variances over $5K or 20 % under or over
praject budget.

M;afagers should note variances over er*under a certain percentage or absolute amount, so that

Infprmation should be stored:se’that multiple people can access the information and build repofts from it.

14{3 Productivity measurements

Ong of most managers’ major goals is to maintain or preferably increase productivity. Therefore, in
addition to tracking and reporting on project costs, managers should periodically track gnd report
ove@rall produictivity, for example, yearly or at the end of major releases. Productivity measurements
engble managers to defend the value added by their organizations in proportion to their budget

allgcations in ways that are meaningful to their organizations.
In| . luctivity imnlies £ vities t1 ihle oi ] huddet may be

accomplished. If an organization becomes more productive (efficient) performing current activities or
decides to eliminate activities that are determined to have low value to the customer, the organization
increases the value it contributes.

Information-development management may, for example, eliminate from the portfolio work that is
not valuable to the customer, perhaps because that work is never accessed or read by the customer.
The organization may decrease the number of words produced by adopting the practices of Standard
Technical English or the organization could obtain better tools.

The manager may request a budget increase, perhaps as a higher percentage of the product development
budget, so that current optimized work is continued and the strategic backlog addressed.
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Many potential methods of tracking productivity are available. The most common productivity measure
is a variation of the cost/units produced for a specified period of time. Another common productivity
measurement is the cost of information development as a percentage of product development costs.

In organizations with effective reporting on operational and project costs, the total cost may be derived
from that reporting. Lacking such reports, managers should develop and document their own methods
for calculating costs.

Reporting on units produced introduces more variables, requiring that units be carefully selected. They
may include one or more of the following or other units that make sense for the particular organization:

— numbgr of total topics;

— numbgpr of new topics;

— numbgpr of deliverables, potentially broken down by type (PDFs, videos, help files);
— numbgpr of new or updated products supported (weighted by size);

— numbgpr of Engineering Change Orders (ECOs) addressed;

— numbgpr of pages; and

— numbgpr of words.

Measuring the number of pages or words is less desirable because-these measures tend to resulf in
more worfls and pages rather than high-quality minimalist information, which has been shown to be
more usaljle as well as more cost-effective.

To provid¢ a more accurate picture of productivity, these“units may be weighted. For example, topics
may be wdighted according to their size or complexity,ising a scale of 1-5 or another logical scale.

14.4 Efficiency measurements

Efficiency|is another key metric to judge:whether work has been accomplished in the smallest
amount of time or with the smallest ampunt of labor. Generally, efficiency is highly desirable. When
efficiency |[measures show differences, between individuals, teams, projects, or divisions, managers
should inylestigate why. Differences:may be due to the amount of experience or skill of an informatjion
developer] Differences may also derive from the knowledge, skill, or practices of the overall product
developmé¢nt team. The purpose of the investigation is to remedy problems, to promote best practiges,
and to insfitute training so that the efficiency of the organization is continuously improved.

However, there are twg major exceptions for the information-development organization where spb-
optimizing the work-ofiinformation development may be better for the organization overall. The first
exception [involvestranslations. Investments in making the source language as unambiguous and epsy
to translafe as possible can result in substantial translations savings. Such savings are multiplied| by
the numbgr of'target languages.

The secondexception {5 product usabitity. Some organizations start information development earty in
the product development cycle with the goal of ensuring optimum product usability. In those cases,
early versions of the information are used to understand how a product works, to show to customers
involved in development, and to know that products are easy to explain and thus easy to understand and
use. In those cases, information products usually change many times over the course of development,
and thus the information-development process is less efficient.

NOTE Efficiency measurements are not used for evaluations of individual staff members but as evaluations
of the overall processes used.

Three measurements are often used in information-development organizations as indicators of
efficiency: reuse, re-work, and cycle time. Other efficiency measurements may also be used.
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14.4.1 Content re-use

Re-use of information is a common indicator of efficiency, especially, though not exclusively, in
organizations with content management systems.

Re-use can come from different contexts, including but not limited to the following:
— units re-used across multiple different product models;

— units re-used for subsequent products;
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and PDFs;
— | units re-used in training and marketing materials as well as information; and
— | units re-used by customers in their own information.

Comtent management systems can automate the collection of re-use statistics,for example by tracking
thd number of times a unit has been used. Conversely, some content managenient systems car automate
thq tracking of what percent of an information product is new. Managefs,in organizations with content
m:[:agement systems should collect and report re-use statistics from the content managemept system.

Malnagers in organizations without automated re-use tracking may develop a methodology tp estimate
re-pse manually, although with larger units.

To |make re-use statistics more understandable for upper- management, re-use can be expressed in
mopnetary units using a calculation such as the following:

(Cost for the initial creation of a unit of content). x(# of re-used units)/(# of times the content is reused)

NOTE If the content is not re-used, # of times-is “1.”
Rejused content can also be calculated.asfollows:

(Total number of words in a repository related to a product)/(Total numbers of words ip all forms
of output for a product)

EXAMPLE If the total numbers of words in the repository is 100 000 and the total number of Words in all
forms of outputis 1. 000 @00'words, then the re-use efficiency measurementis 1 to 10, representing 90 % re-use.

14/4.2 Content rework

Reyork, or deing work more than once for whatever reason, is an indicator of inefficiency.[Managers
maly use it'to assess how much additional productivity a team could achieve if the causes|of rework
wefe eliminated. Rework can indirectly measure whether an organization is getting inputs on time
S or use it
work, they

However, content improvements, including usability studies, may require rework during the
information-development life cycle. Not all rework is considered inefficient.

14.4.3 Cycle time

Cycle time indicates efficiency by demonstrating how long a project or a task or activity takes to
complete. Among possible cycle times, managers should choose to measure activities that are key to the
organization's goals, especially if and when information development is on the critical path for product
shipments or release (and therefore revenue).
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Information development is sometimes on the critical path during the time required to publish content
after it has been approved and during the time required to complete translations after the source

language i

s frozen.

Cycle time can be measured in terms of the duration of an activity as well as by the elapsed time, the
latter of which includes waiting time. Both duration and elapsed time should be included in any value
chain analysis, the purpose of which is to highlight potential inefficiencies so they may be reduced or
eliminated.

15 Eval

ating organization process maturity
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kpectations among the project team and with all stakeholders, managers of user informat
hould evaluate the organization’s process maturity level. This assessment)is import
ying gaps in process that may affect the overall success of the project. ‘The following
areas that intersect with an information-development project and shédld be evaluated
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aps discovered.
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ing the current reporting structure for the organization;
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ing that promotes-the notion that information products will meet the needs of customer
pn to meeting deadlines;
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pment project undertaken so that the value delivered is worth the expenditure of resourg

p and jtraining responsibilities to hire qualified individuals worldwide so that they h
toproduct and professional training;
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t at the conclusion of a project (sometimes referred to as @ post-mortem assessment) offers
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rather than continuing to publish the same documents year after year;

of innovations, tools improvements, and basic information development;

be del

ivered, including customer studies and feedback from customer-facing groups;

and reduce costs and actively promote collaboration activities in the organization; and
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publication designs that encourage staff to pursue innovations in information design and delivery

cost control to know exactly how much the work done by the organization costs, including the cost

quality management that actively promotes activities to improve the quality of the information to

change management that drives awareness of the importance of collaboration to improve quality

© ISO/IEC 2018 - All rights reserved
© IEEE 2018 - All rights reserved


https://iecnorm.com/api/?name=15070ef7c5868f1e1bc2616fcf30eead

ISO/IEC/IEEE 26511:2018(E)

collaboration that implements a change-management plan to introduce innovations, tools, and
methods without undue resistance from internal and external staff.

NOTE For additional information, see [5].

15.2 Process Improvement

Process improvement is an important responsibility of the manager of information for users. Each
project brings the opportunity to assess areas of strength and areas that have challenges.

In
eva

addition to data-driven metrics established for the project the periodic o t process
luation should include an assessment of the degree to which the following met its succégs|criteria:

information-development strategy - evaluating the content development, -delivery, and
distribution process, and how well the outcome aligned with the corporate product strategy;

information-development project plan - assessing how manageable the)project sch¢dule was,
meeting the budget, how tasks were prioritized, and the level of resulting quality and conlpleteness;

staffing - evaluating the alignment of available skills with project tasks and meeting expected
productivity levels;

risk mitigation - the ability to overcome risks and the effectivéness of mitigation plans;

information reviews - evaluating the timeliness and“robustness of content reviews and the
resulting level of technical accuracy;

translation - assessing the process for vendor seléction, accuracy of cost estimations, andl resulting
quality of the translation; and

information-product delivery - evaludting the processes for information-product delivery,
accommodating customer expectations-with formats, translation, and medium.
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Annex A
(informative)

User and task analysis
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need to be

profiled to provide enough information for task analysis and to start.seeing trends dup

analysis should be analyzed. The users chosen should either represent a group‘of'end users or should

the actual

end users.

A.2 Determining user demographics
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A.3 Ide

Methods 2
should be
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cation — domestic and international users;
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ariety — internal organization users;y external users (customers), partners, and any ot
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roduct experience — novice, éxperienced, and expert users;
ries — automotive, constihier products, medical, etc.;
al — different cultures-or geographies; and

hge — business-and native languages spoken.

ntifying users to interview

nd avenues to identify users to interview or observe concerning their information ne
defined, using the following resources:

ing describes some components of a user and task analysis. However, in addition to@\yformnal
ask analysis, considerable information about users' information needs is also obtained friom
by's, user comments on online information, social media reports, and information gaiped

hat

ing

be
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internal departments that have contact with users;

attendance at trade shows and conferences to find users willing to participate in interviews;
help desk personnel who have user contacts;

marketing and sales departments that have customer leads; and

internal users of the product.
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A.4 Establishing user profiles

Once users are identified, user profile research should be conducted. If the users are associated with
business customers of the organization, an overview of the users' businesses environment should be
developed using information about the following:

— the businesses that the users' organizations are engaged in;
— the locations of the users' organizations;

— the size range of the users' organizations;

— | the importance of the products to the users' functions; and
— | the number of products in use at the users' locations.

If the users are themselves consumers, an overview of the users' general ehvironment [should be
deyeloped using information about the following:

— | the range of users who purchase the product;
— | the locations in which the users use the product;
— | the variety of purposes that the users might have in using the product; and

— | relevantgeneral characteristics of the users, such as age, education, location, physical chargcteristics,
and others as relevant.

A.5 Developing user personas

iverse set of user personas should be developed to ensure diversity when choosing users tginterview
andl observe. The personas should be shared\with the interview and observation teams.

Developing personas is crucial because;users across different demographics have different needs and
requirements.
A.6 Analyzing the userenvironment

Usér environment analysis is the process of gathering information on the user’s work enyironment
through site visits afid ‘interviews. Several analysis methods support environment analysis. Some
mefthods are not possible for cost or security reasons.

A.¢.1 TypeSof environments

er‘information can be the user’s garage or yard. The users' work environments can det¢rmine the

The types-of users’ work environments should be defined. For example, the user environment for lawn
waly information is delivered as well as the type of information required for successful perfo{mance.

If allowed, photographs of the users' environment provide context.

A.6.2 Descriptions of the users' environment
Visual descriptions of the user environments and observations of the work area should be developed.

The environment descriptions vary widely depending on the type of work being performed. The
observers should focus on elements of the environment that constrain the use of the various media in
which information can be conveyed.

EXAMPLE Some organizations restrict user access to computers that are able to communicate outside the
restricted environment.
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A.7 Analyzing user tasks

Task analysis is the process of examining the steps to complete work. Task analysis considers the user
goals and tasks. The following activities should be supported:

determine the data presentation and analysis method used to perform task analysis;

select a method that advances the information-development team’s understanding and decisions; and

collaborate with team members to achieve a consensus about what has been learned during task

analysis.
User taskq should be captured, including high-level workflows to detailed task descriptions. Methodp of
capturing|user tasks include the following:
— workfllow diagrams outlining major user tasks or large activities;
— sequepce of tasks that show the order in which tasks are performed;
— task hiierarchies that show dependencies between tasks;
— role/tpsk matrices that show which users perform which tasks;
— detailpd task descriptions that also show objects, actions, and decisions;
— task flowcharts that include inputs and outputs;
— task sgenarios that use real-world examples; and
— tasks ferived from the product features or functions.
The mandger should explore possible data presentation methods. The data presentation methgds
selected should closely align with project goals. Mpfé than one presentation method helps to diversify
the analysis and is a means to verify conclusions,
A user/tagk matrix identifies the relationship’between types of users and the tasks that they might
perform.
Understar]ding the tasks users perform and the goals they hope to achieve in performing those tapks
inform th¢ task analysis and lead to improved information design. Analysis directly leads to desfign
decisions pnd strategies to guide content development. Examples include content hierarchy, scengrio
developmént, and work procésses.
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