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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/IECJTC 1.

IEEE $tandards documents are developed within the IEEE Societies and the Standards Coordindating
Commyittees of the IEEE Standards Association (IEEE-SA) Standards Board. The IEEE develops its
standards through a consensus development process, approved by the American NationalStandards
Institfite, which brings together volunteers representing varied viewpoints and interests to achieve the
final groduct. Volunteers are not necessarily members of the Institute and serve without'compensation.
Whilel the IEEE administers the process and establishes rules to promote fairné€ss in the consensus
develgpment process, the IEEE does not independently evaluate, test, or verify the accuracy of any of
the information contained in its standards.

Interrational Standards are drafted in accordance with the rules givendn the ISO/IEC Directives, Part
2 (seelwww.iso.org/directives).

The mlain task of the joint technical committee is to prepare International Standards. Draft International
Standprds adopted by the joint technical committee are circulated to national bodies for voting.
Publidation as a standard requires approval by at least 75 %.of the national bodies casting a vote.

Attention is called to the possibility that implementationcef this standard may require the use of subject
mattep covered by patent rights. By publication of this standard, no position is taken with respect
to the| existence or validity of any patent rights in.connection therewith. ISO/IEEE is not responsible
for id¢ntifying essential patents or patent claimsi$or which a license may be required, for conducting
inquinies into the legal validity or scope of-patents or patent claims or determining whether any
licensjng terms or conditions provided in connection with submission of a Letter of Assurance or a
Patent Statement and Licensing Declaration Form, if any, or in any licensing agreements are reasonable
or noi-discriminatory. Users of this standard are expressly advised that determination of the validity
of any patent rights, and the risk of infringement of such rights, is entirely their own responsibility.
Furthgr information may be obtained from ISO or the IEEE Standards Association.

This dlocument was prepared-by Joint Technical Committee ISO/IEC JTC 1, Information technology,
Subcommittee SC 7, Software and systems engineering, in cooperation with the Software & Systems
Enginpering Standards“GCommittee of the IEEE Computer Society of the IEEE, under the Partner
Standprds Development'Organization cooperation agreement between ISO and IEEE.

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

— increéased emphasis on strategic planning to develop a comprehensive content strategy;

— infroduction of comprehensive information fTor managing the translation and Tocalization 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.

© ISO/IEC 2018 - All rights reserved
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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 information-development manager is comprehensive. The manager is respdnsible

for strategic planning, project planning, project management, staff development and assess
translation, production and delivery, and quality and productivity measurements. The managsg
delegate some or all of these responsibilities to well-qualified staff members.

Information development takes place in organizations of all types, including government er
corporations, and non-profit organizations.

Effective, well-designed, appropriately delivered information for users/ificreases the retu
investment for the development of a software or systems product. It helps to.feduce the cost of tr
and support, enabling the users to decrease the time required to productively use a product. As s
enhances the reputation of the product, its producer, and its suppliers.

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

This document was developed to assist users of ISOAEC/IEEE 15288:2015, Systems and sof
engineering — System life cycle processes or ISO/IEC/IEEE 12207:2017, Systems and software engin
— Software life cycle processes to manage information-for users as part of the Information Manag
process. This document defines the information-management process from the inform
development manager's point of view. It was developed to assist those who provide input to, pe
and evaluate information-development.

NOTE Other documents in the ISO/IEC 265NN family address the documentation and infor
management processes from the viewpointof information designers and developers, testers and reviewe
acquirers and suppliers.

Beyond the development and production of user manuals, help systems, or sets of informatior

ment,
' may

tities,

'n on
hining
uch, it

pf the

tware
pering
ement
ation-
rform,

mation
s, and

for a

single software product, it applies to a broader range of information management opportupnities,

including information forthose who install, implement, administer, and operate software, sel
and systems for end users. Frequently, information-development managers are responsible f
development and reuse of information (content management) for the following:

— updates of user' information as the software or system is updated;
— reuse @radaptations of information to support related products;
— multiple translated or localized versions of information for users; and

—<_a portfolio of unrelated information-development projects being managed concurrently wit

vices,
br the

nin 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 testi
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 Scope

This document supports the needs of users for consistent, complete, accurate, and usable jriforn
It provides requirements for strategy, planning, managing, staffing, translation, production, and g
and process-maturity assessment for managers of information for users. It specifies processg

ation.
uality
s and

procedures for managing information for users throughout the product- or systems-development life

cycle. It also includes requirements for key documents produced for managinglinformation for
including strategic and project plans.

users,

This document provides an overview of the information-management,processes that are speciffic for

the management of information for users. It addresses the following activities:
— developing a comprehensive strategy for information developiient;

— assessing user information needs;

— planning and managing an information-developmefit 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, éfficiency, and costs; and

— evaluating organizational maturity.

The guidance in this)document applies to multiple project management approaches, including both
agile and traditional practices. Traditional practices can encompass predictive, waterfall, or othgr top-

down management methods. Where certain practices are common in agile project managemen
are noted.

, they

This document is applicable for use by managers of information for users or organizationg with

information developers. This document can also be consulted by those with other roles and inter
thie.process of developing information for users:

psts in

— 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 accessible

and easily used; and

— 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 co

ver all aspects of them:

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

— C
tr

— in

mputer-based training (CBT) packages and course materials intended primarily for use in format
@ining programs; and

formation describing the internal operation of products.

2 N

rmative references

The fgllowing documents are referred to in the text in such a way that some or@all of their content

const
undat|

1SO/I
1SO/IT

3 T

tutes requirements of this document. For dated references, only the edition cited applies. For
ed references, the latest edition of the referenced document (including dny amendments) applies.

C/IEEE 12207:2017, Systems and software engineering — Software(ife-cycle processes
C/IEEE 15288:2015, Systems and software engineering — Systemlife cycle processes

prms, definitions, and abbreviations

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

ISO, 1
addre

NOTE

EC and IEEE maintain terminological databases for use in standardization at the following
5ses:

C Electropedia: available at http://wwwrelectropedia.org

0 Online browsing platform: available at https://www.iso.org/obp

EE Standards Dictionary Online:available at http://ieeexplore.ieee.org/xpls/dictionary

I  The verb “include” used in this document indicates that either (1) the information is present or (2) a

reference to the information is listed.

NOTE
activit]

NOTE
24765:

3.1

P This document teférs to “the manager,” which applies to anyone performing the required management
ies, regardless of title or responsibilities.

B Additionalterms and definitions relating to information management can be found is ISO/IEC/IEEE
017, Systems dnd software engineering — Vocabulary.

Terms and definitions

3.11

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

3.1.4
augmented reality system
view of the physical world that is supplemented by computer-generated text, images, datajor other media

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

3.1.6
burndown chart
graph that represents the work remaining to do on a project

3.1.7

component content management system
CCMS

content management system that supports the entire decument- or information-development lifg¢ cycle
from authoring through review and publishing, including the reuse of modular content

3.1.8
conditional text
text that is marked to be excluded from one ot more versions of a final content deliverable

3.1.9
customer
organization or person that receiveés-a product or service

[SOURCE: ISO/IEC/IEEE 1220722017, modified, Note 1 to entry and EXAMPLE have been deleted.]

3.1.10
cycle time
time associated with-oiie complete operation of a repetitive process

[SOURCE: ISO 16484-2:2004]

3.1.11

disaster. recovery
ability~of‘the Information and Communications Technology elements of an organization to suppprt its
critical business functions to an acceptable level within a predetermined period following a disadter

[SOURCE: ISO/IEC 19086-1:2016, modified, ICT has been replaced by Information and Communichtions

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
extenfsible markup language
XML
formall language used to specify the structure of XML documents, specified in the XML Schema Part 1
—Striictures Recommendation

[SOURCE: ISO 10303-28:2007]

3.1.16
information architecture

strucﬁre of an information space and the semantics for accessing required.task objects, system objects
and other information

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

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

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

3.1.19
intellectual property
outpuf of creative human thought process that has some intellectual or informational value

3.1.2(
markup language
methqd of defining and deseribing the structure of different types of electronic documents

3.1.21
metaglata
data that describe‘ether data

[SOURCE: ISOAIEC 25024:2015]

3.1.2%
minimmalism

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]

3.1.26

security

protection of information and data so that unauthorized persons or systems cannoét read or 1
them and authorized persons or systems are not denied access to them

[SOURCE: ISO/IEC 12207:2008]

3.1.27
source language
language of the source from which content is rendered into the targetlanguage

[SOURCE: ISO 13611:2014]

3.1.28

Standard Technical English

STE

controlled language that includes a set of writing<rules and a basic dictionary for writing tec
documentation

Note 1 to entry: The STE specification is maintaifted by the ASD Simplified Technical English Maintenance
(STEMG). The current specification is Issue 6,:45 January 2013.

3.1.29

stakeholder

individual or organization having-a right, share, claim, or interest in a system or in its possesy
characteristics that meet their needs and expectations

[SOURCE: ISO/IEC/IEEE(15288:2015, modified, EXAMPLE has been removed and Note 1 to ent
been removed.]

3.1.30

succession plan

process foridentifying and developing current employees with the potential to fill key positions
organizatien

[SOUREE: ISO 30400:2016]
3.1.31

hodify

hnical

Group

ion of

'y has

in the

r'S 'S 43
D_y SLTIII LTS I.llls

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

specified requirements
[SOURCE: IEEE 1012-2012]

3.1.32
targetlanguage
language into which source language content is translated

[SOURCE: ISO 13611:2014, modified, the word “translated” has replaced the word “rendered.”]

© ISO/IEC 2018 - All rights reserved
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3.1.33
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]

3.1.31
topic
small part of a document that deals with a single subject

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

3.1.36
unicode

system of uniquely identifying (numbering) characters such that nearly any charactér in any language
is identified

3.1.3

usability test

test t¢p determine whether an implemented system fulfills its functional purpose as determined by
its users

[SOURCE: ISO/IEC 2382:2015, modified, Notes 1 and 2 to entry.iave been removed.]

3.1.38
user
individual or organization that uses the system or software to perform a specific function

[SOURCE: ISO/IEC 25000:2014]

3.1.3¢
user profiles

set of pttributes that are unique to a spegific user or user group, such as job function or subscription to
a servjice, used to control the parts of the system or web page that users can access

[SOUHCE: 1SO/IEC/IEEE 23026:2015]

3.1.4(
version control

establlishment and majinitenance of baselines and the identification and control of changes to baselines
that make it possible\to return to the previous baseline

3.14
value|chain‘analysis
entir

[SOUREE:

3.1.42

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

© ISO/IEC 2018 - All rights reserved
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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 Memory

CE Conformité Européenne

CMS Content Management System

DITA Darwin Information Typing Architecture

ECO Engineering Change Order

FIGS French, Italian, German, and Spanish

HTML HyperText Markup Language

MT Machine Translation

OASIS Organization for the Advancement of Structureéd Information Standards
oJT On-the-Job Training

SME Subject Matter Expert

STE Standard Technical English

SVG Scalable Vector Graphics

SWOT Strengths, Weaknesses, Opportunities, and Threats
™™ Translation Memory

WBS Work Breakdown Structure

XML eXtensible Markup Language

4 Conformance

The requirements in this document extend the requirements of the Information Management p
contdined in normative standards ISO/IEC/IEEE 15288:2015, 6.3.6, or ISO/IEC/IEC 12207:2017, {4

focess
.3.6.

ress a

oo o

et oro oo e

Drroorrer

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
accordance with the standard.
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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 content is required by customers and other users?

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

— What are the important values for the information for users? For example, what is’th€ “mean time
td productivity” for customers using the product and associated information forusers?

hat tools are needed?
hat processes will be followed?

bw will the information-development organization meet cost targets and schedules?

hat is the business environment?

W
W
H
— What are the organization's goals and strategies?
W
What are the most important priorities?

H

bw do the content and information-developmeit processes add value to the organization and
support its goals?

— Hpw will the success of the strategy be measured?

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

NOTE Related standards of value'to information-development managers and others involved in the process
include ISO/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 stratégy

Strategy is importantfor information development because information development has a significant
impadt on the overall organization, its products, and its customers. Information development affects
many|other fanctional areas in a larger organization and uses inputs from them to do its work.
Inforrhation, development’s outputs are used by others in the overall organization, as well as by
customers,

Planned and executed well, information for users positively alfects 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 strategicwork
The manager should review current practices and determine in collaboration with stakeholders which
parts of the information-development strategy to articulate or update at these points in tlie proc¢ss:

— when no information-development strategy has been articulated;

— when characteristics of a new project require the information-development strategy to be adapted
or modified;

— 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.

Managers should participate in the higher-level organization’s strategic planning, at least as oftep as is
required by the organization. Note that the information-development manager should collabor%;ce not

only with people in his or her own reporting structures, but also with relevant stakeholders infother
parts of the organization. With input from highermanagement, the manager should determine whether
and when more frequent strategic work is necessary or beneficial.

5.1.4 Reporting structure

Managers in information developmhent report to a variety of groups in an organization, sych as
Marketing, Product Development,-or Customer Support. This variety of reporting structures jarises
because information development needs inputs from and provides outputs to many groups in any
organization. No matter where information development reports, the manager should collaboratg with
key stakeholders in all relevant organizations when developing strategy.

5.1.5 Compliance

At minimum, th&information for users should meet language requirements for information for ugers in
the countries where the product will be sold.

Furthefmore, information for users is an integral part of the product. The entire system (including
user_information products) should be considered as a whole for certain regulatory and compliance
requirements. The information for users should accurately reflect what is delivered to users %y 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;

© ISO/IEC 2018 - All rights reserved
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Legal;

Safety;

Information security;

Quality;

Compliance;

R
p
M
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can be
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mark i
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C

poulatory affairs;
hckaging;
arketing surveillance authorities.
In some economic areas a declaration of conformity is required for certain products. Thé conformity
expressed by a special marking. This practice applies especially to the European Ecohdmic Area (EEA),

conformity with European harmonization legislation is expressed by CE-marking. In/senie industries, a CE
5 also required in many countries outside Europe.

Stakeholders

anager shall collaborate with stakeholders in other groups within\the organization to develop the
hation-development strategy. Note that customers also have anjimportant stake in information
bers. Stakeholders include organizations with inputs neéeded by information development,
izations that use content, and organizations that process-outputs from information development.
organizations provide input to information developmentand also use outputs from information
pment. Depending upon the organization, these groups may include the following.

istomer-facing groups, such as the following:

Marketing;

Technical support services; and

Sales, potentially both centralized’and worldwide or geography-specific.
roups with inputs needed by information development, such as:

Marketing;

Product developméent;

Research and‘development or engineering;

Systems;

Software;

Hardware;

— Regulatory affairs;

— Human factors;

—  Quality;

— Safety; and
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— Technical support services.

— Groups that use content or process outputs from information development, such as the following:
— Translation and localization;
— Technical support services;

— Packaging;

— Configuration assurance;
— Regulatory affairs;

— Distribution;

— Testing;

— Release management;

— Manufacturing;

— Operations; and

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

5.3.1 General

The information-development strategy shall,align with the organization’s strategy. This subflause
outlines potential actions to support strategic tasks. The manager may use some or all of these actions
or additional actions to accomplish the tasks.

5.3.2 Business environment and organization situation

The manager should understand,and assess the current business environment and the situation|of the
organization (or business unit if applicable), its direction, and its strategic plans. The business sitpation
can include factors such as‘product maturity, competitive landscape, industry or market, whether
technology involved is,incremental or disruptive, and regulatory and legal controls.

The manager should also consider the following:

— Read mediaarticles about the enterprise.

— Review‘nnual and interim reports.

— Rewview enterprise mission and vision statements.

= “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.

© ISO/IEC 2018 - All rights reserved
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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 manager should understand the product portfolio and how the information-development
organjzation supports the portfolio.

The mjanager should also consider the following:

bview the current product portfolio and how those products meet customer ne€ds«

R
Determine product development methodology (traditional, agile, or combination).
Léarn about new product directions.

Review product or technology roadmaps if available.

L¢arn what products or types of products will continue to be supperted and what will be phased out
and when.

Evaluate customer demographics and whether and how:they are changing.

L¢arn 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 mjanager may delegate some of these agtivities:

12

Inventory existing content.
bview information quality.
bvelop or review a list of information types, including their audiences and their attributes.

R
D
Review current staffing strategy if one exists.
Review currentstaff and roles.

A

halyze the information-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-supporifts the
needs of the larger organization, and how the information-development organization can petter
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 continuedoing?
— What inputs does the organization provide to information development?
— 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 information, as follows:
a) Determine how the information-develgpment organization currently supports the needs of ulsers.
b) Determine how well the content nieets user needs.

c) Analyze gaps and how they cawbe closed.

5.3.8 Vision

Depending upon how farjthe information-development organization currently is from where it needs to
be to align information for users with the larger organization's strategies, the manager should d¢velop
a vision for the future. Such a vision should consist of a strategy for which content is needed and how
the content will’be developed, maintained, translated, produced, and distributed. The vision may also
include tools,needed and new or revised processes. If the gaps between the current and envisioned state
are greatsthe manager should obtain stakeholder support for the vision, as well as upper managgment
support,

The Wision may be extended into a development roadmap. The roadmap should focus on whefe the
information-development manager wants to take the organization in a prescribed time frame sugh as 3

years or b 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 nlanager should make and implement policies with input from key stakeholders as describedin.the
following subclauses.

5.4.2 | Information-product delivery structure

The manager should support the development of an information-product delivefy $tructure. The
information-product delivery structure includes a list of deliverables that is struetured by audience,
purpdse, or product type. Deliverable lists should include what media thie,'deliverables are in.
Delivgrables can be distributed in more than one form, such as:

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

— individual topics;

— integrated into software or systems;

— web-based collections; and

— mpobile devices.

5.4.3 | Intellectual property

The manager should collaborate with«ether organizations such as legal, marketing, and customer
support to determine whether some information is intellectual property that should not be publicly
availaple. The decision may be difficult when customers need such information. In some organizations,
such information is considered-confidential until the product is released. Alternately, distribution of
intellgctual property may be(confined to internal personnel or only to customers and not released to
competitors or the general(population.

5.4.4| Content management system

The npanager 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 should build a business case with the support of Finance and other stakeholders to obtain
appropyal.

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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5.4.6 Communication

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;

L r gt d oo o aa b arc 10 At o 1o oot e o d a0 2o ac T
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— which weekly reports are required;

— 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.

5.4.7 Information development methodology

The manager shall make decisions on and implement processes required to support the pi
development methodology. The product development methodology may be traditional, agile
combination of both. The manager shall document thé¢processes. The information-develo
methodology can be agile even when the product develepment methodology is traditional.

5.4.8 Project management

The manager should prepare a work breakdown structure for each project or group of pr
Subclause 7.2.11 lists recommended high-leyel WBS elements.

The manager should implement or adapt the larger organization's time-tracking system to build t
task durations.

The manager should documentvand disseminate information-development dependencies to
relevant groups. Dependencies are inputs that are required or tasks to be completed before inforn
development will be able te.accomplish its tasks.

5.4.9 Information.management, version and change control, and archiving

The manager shall-develop a long-term content life cycle policy or process for controlling inforn
for users, verSioning or changing it, and archiving it. The manager shall indicate at which mile
informatiofifer users shall be put under control in information development or the larger organiz
system(s).

For example, potential milestones that can trigger a version of information for users to be put
control could include when a version goes to translation, when a version is sent to a regulatory b

oduct
or a
bment

hjects.

ypical

other
hation

hation
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when a version is released hy the largnr nrgani7nfinn

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;

— v¢Tting changes;
— controlling changes;

— rgviewing changes;

— approving changes;

— distributing changes; and

— rdmoving content from view.

5.4.11 Managing distribution

The manager should collaborate with organizations such as markéting, sales, operations, and
distribution to determine how information products will be distribited. Potential options include the
following:

— physical labels affixed to product components or hardware;
paper documents distributed in packages with physieal products;
— pqper documents distributed in response to orders;
paper documents distributed via push mechanisms such as proactive mailings to customers;
— electronic documents such as PDFs on.a website;
— tdpics integrated into software or(systems and delivered to the point of use; and

— tdpic collections on a website;

5.4.12 Security and disastertecovery

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

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

In addition,'if some information is intellectual property to be distributed to only a limited audience,
and iflsuch 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.

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


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

ISO/IEC/IEEE 26511:2018(E)

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-language information foy
have a huge impact on translation and localization, including not only costs but also quality,and
time. Therefore, if translations or localization are required, the manager shall incorporate trang
and localization requirements as a key component of strategic policies and plans. See*Clause
translation and localization.

6 Conducting a user needs assessment

6.1 User needs assessment defined

The manager shall direct a user needs assessment to obtain a'clear understanding of user
processes, and working environment. A user needs assessment-is essential to develop contern
provides the information that users require. When conducting'a user needs assessment, the ma
may include internal as well as external users.

NOTE1 Refer to ISO/IEC 25063:2014, Systems and software engineering — Systems and software g
Quality Requirements and Evaluation (SQuaRE) — Common Industry Format (CIF) for usability: Context
description for a detailed description of conducting a yser needs assessment.
NOTE 2  Refer to ISO/IEC 25064:2013, Systems ‘and software engineering — Systems and software p
Quality Requirements and Evaluation (SQuaRE)-+= Common Industry Format (CIF) for usability: User needs
for basic information on creating a report of a‘uSer needs assessment study.

Additional information can be found in[7].

6.2 Components of the user needs assessment
As part of developing a needs assessment, the manager should direct the development of the follo
— user profiles;

— user environment analyses;

— use casesand user scenarios; and
— use€r and task analyses.

User(profiles provide an accurate representation of user characteristics. User environment ar
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provides a representation of the environment in which the users interact with the products. Usd

analyses nelp to direct the Structure and COntent of the information for USers so that it Support
roles and tasks.

S user

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 irrormatlon devetopers assigned to the project.

An information-development project plan should be developed for each information-developniernt
projedt, including the following:

— ne¢w software, systems, services, and other projects requiring the development of new content;

— changes to software, systems, services, and other projects requiring the revision ofexiSting content
and the addition of new content; and

— irfformation-development projects independent of the development of new(software, systems, and
sgrvices requiring new and revised content.

Howeyer, some projects are so small that developing a full project plan-Consumes more time than
completing the project. In such instances, the manager may develop.generic plans to be used on
standard short-duration projects of a particular type.

The planning information assembled by the manager should ineJude the following:

— tHe position in the product-development life cycle at which the information-development project is
most likely to begin;

— the methodology in place for the product developnient, 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 improying the quality of an existing product or process;

— tHe scope of the product-development project, including the number of product developers and
d¢velopment teams, the functionality to be developed or revised, and the customers for whom the
project is intended;

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

— rigks associated with the product-development project, i.e., untested technology, new development
tdam, faster tham normal schedule, or multiple components from both inside and outside the
organization,

The mjanagershall use this planning information to direct the development of an overall project plan or
the dgvelopment of the goals of an agile 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 required information and deliverables;
— information reuse strategy;

— information-development strategies and concerns, including change control and risks and risk
management;

— schedule for information development, review, testing, approval, translation and localizatiop, and
publication and delivery, including project dependencies;

— estimated project size, with reference to such information as the number of topics, illustrgtions,
words, pages, error messages, commands, or other parameters, depending on the nature [of the
information-development project;

— estimated project budget and budget dependencies;

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

— project reviéwers and approvers and responsibilities.

Audience profiles should be developed and made available to everyone on the development tearp. The
personas Should be current or updated if the target users are altered.

Optionally, the project plan may include the level of security or confidentiality of each document and
who'will receive or have access to restricted documents.

AN information-development plan should be prepared and approved betore 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| Identifying project goals

The njanager, working with the project stakeholders, should investigate and define the business and
technjcal goals of the project. A completely new product or service should be differentiated from an
existing product or service that is being revised. A project designed to correct errorsdn-an existing
product or service may also be described. A project may focus on improving the quality of information
for users.

Carefiilly understanding and defining project goals will assist in focusing the information-development
projedt on the information that is required by the organization to advancethe product- or service-
development goals or on information that will provide the most useful resources for the users.

A statement of project goals may also include the prioritization of the project in relationship to other
schedfiled projects. A high priority project may require that staff be shifted from lower priority projects.

7.2.2 | Analyzing project scope

The mpanager, working with the product stakeholders, shall define the project scope in the initial
information-development plan, recognizing that the scope may be redefined as more information about
the prjoject’s goals emerge. The scope definition leads to the selection of team members, the estimate of
team $ize, the range of tasks required for project completion, and the technology required to complete
the project. The project scope definition should' list the functions already defined by the product-
develgpment project.

The identification of project goals should.as$ist the manager in determining the scope of the information-
develgpment effort. A project with relatively simple goals of updating existing functionality or adding
a smalll number of functions may ‘result in an information-development effort with a short duration
(days pr weeks) and minimal effort in terms of assigned staff and time. A major project involved in the
develgpment of a new product likely has a large scope with a duration of months or years and an effort
involying additions to existing staff and a substantial allocation of time.

7.2.3 | Describing users of information

The informationidevelopment project plan shall describe the users for whom the product- or service-
development Project is intended. Information on the intended users of a new product-development
projeqt can-be obtained from a variety of sources, including marketing, sales, support, training, and
product-management. Information on intended users for the revision or update of an existing product
or serkzice 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
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the number of words to be developed, especially for information that has to conform to a publiration
size such as product labels or inserts.

For information environments that provide task-based support for product users, the.information-
development plan should list the tasks to be performed by the users of the product- or sdrvice-
development project and the supporting concept and reference topics. Although itis-dnlikely that tasks
will have been thoroughly defined at the outset of the project, an initial high-level list of potential tasks
and accompanying concepts and reference information will assist in defining the project scoge and
estimating the required staff, time, and budget allocations.

The information-development plan should include a high-level list ofiser tasks that will be supported
in a new or updated and revised product-development project. Thé user tasks are not the same s the
functions supported by the product but are the tasks from the pgint of view of the user. A user arjalysis
assists in identifying required conceptual and reference information to support task performande. The
task list should support the functions and features planned/forthe product-development project.

The high-level list of task topics to be developed, updated, or revised should be used to crefite an
Annotated Topic List (ATL) for the project with the addition of conceptual and reference topics. The ATL
names each topic to be developed, updated, revised;or reused for the information-development pfoject.
This list should be revised throughout the projectdife cycle and should be used to estimate the sdope of
work required to complete the project.

New topics result from new functionality that is added to the product or from a new product in
development. Updated topics are topiCs that require new information because the function that the
topic supports has been changed. Revised topics are topics that are to be rewritten in light of customer
feedback and new usability inforiation 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.

© ISO/IEC 2018 - All rights reserved
© IEEE 2018 - All rights reserved 21


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

ISO/IEC/IEEE 26511:2018(E)

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.

Dupli¢ating source topics may lead to failures in updating and should be avoided.

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

7.2.6 | Describing accessibility requirements

Working with the information-development project manager, information architeet; ‘ot team leader,
the mpnager shall assist in describing any accessibility requirements for the inforfaation-development
projeqt. The accessibility requirements may be developed with assistance from user-experience experts
in the|organization.

Inforrhation that will be distributed through a website or mobile application should meet the following
accesgibility guidelines:

— IS0/IEC 40500:2012 Information technology — W3C Web Contént Accessibility Guidelines (WCAG) 2.0;

— 190 9241-171:2008 Ergonomics of human-system interaction — Part 171: Guidance on software
agcessibility; and

— 190 9241-20:2008 Ergonomics of human-system intéraction — 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 with the localization team,‘the manager shall assist the information-development project
manager or team leader in describihg the translation and localization requirements for the information-
develgpment project. Such requirements shall include a list of languages into which the content will be
translpted and the locale for which specific information variations will be developed.

In the| case of a new prgduct-development project, the manager should identify new product-specific
termihology to be addedto the terminology database and existing terminology to be updated for new
langufpge requirements.

See Clpuse 11 for;more details on translation and localization management.

7.2.8 | Describing project deliverables

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

a flash drive.

7.2.9 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.
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EXAMPLE An information-development team moving to topic-based structured authoring fellowing the

OASIS Darwin Information Typing Architecture (DITA 1.3) standard may decide to use XML-basSed aut
tools or the addition of a component content management system (CCMS) as defined in ISO/IEC/IEEE 2653
Systems and software engineering — Content management for product life-cycle, user and service manag
documentation.

7.2.10 Identifying quality, review, and testing requirements

The information-development project plan should include the requiremerits for assessing the qua
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lity of

the information for users. Information for users that is deficient in quality may be incorrect, inconpplete,

contain unnecessary information, use inconsistent terminology, bepoorly organized, be writte
reading level inappropriate for the intended audience, be difficGlt to navigate, or lack adequat
orientation. 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 the user community.

The information-development project plan shall include the requirements for a technical review
information for users. Technical reviews-by,Subject matter experts are designed so that the con
accurate and complete.

The project plan shall include therequirements for testing the information for users. Testin
include validating the content with-the product.

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

7.2.11 Determining the information-development project schedule
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The manager shallHist the major milestones in the project schedule and provide a preliminary tiIleline

outlining whenthose events are required to take place. The information-development project sc
shall be dewveloped in coordination with the product-development project schedule. For trad
projects, the information-development initial schedule should include major milestones such
followifg:

—< information-development draft stages;

edule
tional
hs the

Feviews:
— 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);
— rgsearch and information gathering;

— writing;

— edliting;

— illustrating;

— rgviewing;

— rgvising;

— trfanslation;

— ugsability testing; and

— production.

7.2.12 Estimating the time and costs required to complete the project

The information-development plan shall include estimated time or cost requirements to complete the
information-development project as required by organizational practice. The time and cost estimates
should take into account the project scope, the quantity and complexity of the topics to be developed,
the illustrations required, the publication deliverables, the translations required, and any external
costs fo be paid to outside resources.

Estimpting the hours and resources required to develop information for users should be performed
using|a combination of top-dowfi-and bottom-up estimates. Both approaches require that at least a
prelinpinary information-development plan or work breakdown structure (WBS) is available.

In addition to estimating reSources needed to perform the work, the manager should add any costs
for outsourced services'such as indexing, translation, production and copying, materials, equipment,
packing, and shipping:

7.2.12.1 Top-dewn and bottom-up estimating

Top-dpwn estimates compare the project with other similar projects. For example, in a series of user
manupls-documenting printers, an estimate may be based on the amount of content reuse and the
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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
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an average estimate, the information-development plan should include an evaluation of the comylexity
level of an individual project. A complexity evaluation indicates that an individual project islikely to be
more or less difficult, risky, time consuming, and costly than an average project.

While complex probability calculations may also be used to take into account risk faetors that indicate
whether an individual project is likely to proceed on time and budget, the manager may use g basic
linear relationship among weighted risks to predict greater or lesser influencesen project success.

The project plan shall list the dependencies under consideration for the currént project. A typical|list of
dependencies includes the following:

— the completeness and stability of the product under developmeént as the information is|being
developed. A less complete and stable product often requires thatinformation be frequently revised;

— the availability of source information about the product@hat is accurate and complete whdn it is
needed to support information development;

— the availability of subject matter experts and.their willingness to provide information fo the
information developers. Subject matter experts.\who are generally difficult to contact, relucfant to
provide information, in different locations and time zones, and unable to communicate in thg same
language as the information developers are'likely to increase information-development time

— the experience in obtaining thorough,.eomplete, and timely reviews from the reviewers assighed to
the project;

— the experience of the information developers with the technology of the product. The more fajmiliar
the information developers-ate with the product technology, the less time will be required td learn
new information;

— the design and writing-experience of the information developers. Skilled, experienced inforrhation
developers probably will be more productive and require less time to develop information than
inexperienced (information developers. Even experienced information developers will r¢quire
additional development time if the design approach to the information has been changed;

— the level‘of understanding of the user requirements. A team member who thoroughly undergtands
the audience for the information will probably be more effective and faster at developing inforrhation
of the expected quality;

—¢ ‘the degree of team experience. A team of information developers with a variety of rol¢s and
responsibilities and that has worked together effectively in the past probably will be more efflective

WOTRITIZ tOgether Ol a TeW PTOjeCt tTAaTT art [IMeXperienced teant.

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
— ri
— Ti

— i

p
NOTE

for avoiding, mitigating, or accepting a potential risk. These include the following:

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

sk acceptance — determining that the cost of avoiding or mitigating the risk is greater than the
ptential impact if the risk becomes an actual problem.

ISO/IEC 31000 has a detailed discussion of risk.

7.2.14 Identifying information-development project team members

The iffformation-development project plan shall list the following:

a) members of the information-development team, including their roles and/responsibilities on the

project;

b) members of the product-development team who interact with the*members of the information-

d
b

bvelopment team by providing information about the produet features and functions as they are
bing developed;

c) projectreviewers with their specific areas of expertise and responsibility; and

d) projectapprovers with their specific areas of responsibility.

Deperlding on the state of planning, team membersimay be listed by role or by name. For each project

team

member identified, the project plan shall sp€cify the responsibilities of the team member during

the prjoject.

Members of the information-developmentteam may include the following:

— project manager or team leader-developing the information-development project plan and

managing the project to completion;

— information architect—cgllecting user requirements and developing an information strategy;

— graphic designer—designing the look and feel of the final deliverables;

— infformation developer—interviewing subject matter experts, writing topics, and working with

il

ustrators;

— edlitor—reviewing the content for language correctness, completeness, and conformance to style

— il

stlandards;

ustrator—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 thege]evant
curated content.

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

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 pfoject:
— managing the project team;

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

— communicating information-development project status to the software or systems projec{ team
manager and to senior management.

8.2 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 described ir] 9.1.3,
hiring and training competent resources based on project needs should result in a disciplindd 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 confcerns;

—¢ be accountable for individual assignments;

helntho taam achiovo aualitv ctandardcin tho cantont dauolanad:
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— 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
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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?

— Iglthere a planned risk mitigation to keep the project on schedule?
— Should that planned risk mitigation be engaged?
— What 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 obstaclesor resolving
issues or risks that have arisen?

Managing a global team often places greater demands on maintaining regular,communication among
team members. The manager should review corporate and industry strategies for managing global
teamd and implement them as appropriate.

8.2.3| Promoting team collaboration

The manager should create effective collaboration opportunitie§ with review sessions to promote
coopefration among team members and consistency in writing&tyde and quality.

The njanager should encourage project collaboration, such.as:

— rglying on fellow team members for assistance whéh needed;
— discussing work in progress to brainstorm solutions to issues;
— sd¢eing opportunities for content reuse;

— ayoiding duplication of effort;

— cgmmunicating new ideas for content design solutions; and

— sglving content and schedule problems.

The manager should schedule regular team reviews of the content quality, overall design, content reuse
opporftunities, and custemer focus.

8.2.4 | Orientingiew team members

The manager-or/the information-development project leader should orient new team members to the
projedt plan-and the work accomplished to date on the project. The manager should work with less
skillet of experienced team members to know that they understand their assignments and are able to
mainthinthe project schedule and qnn]ifv 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“pfoduct
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, if applicable, and apply a
minimalist writing style.

— Runeditorial and grammatical tools, and correct content before sending content for technical review.
— Conform to the organizational style guide.
— Review all work completed before submitting it for editorial review.

— Conduct peer reviews, and solicit clarification and fe€dback where technical content is incorhplete
or shallow.

— Conduct technical reviews, and base corrections'on established content structure and a styleguide,
not on personal preference.

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

— Validate procedures on the product itself, if possible, performing the documented tasks exa¢tly as
written, noting discrepancies and\on-conformance.

Managing a global team often places greater demand for consistent communication with team members.
The manager may create effective collaboration opportunities with review sessions to prpmote
consistency in style and quality or special sessions to address process or other issues.

8.2.7 Managing staffchanges

Changes to staffing resources are likely in large or long projects. The manager should revigw the
vacation schedule for each project team member, factor in a percentage of sick time, plan for unexpected
emergenciés;-and realize there may be new hires or vacancies that will affect assignments and schgdules.

Although/the manager should have risk mitigation plans in place for these contingencies, the following
should-be considered as possible options to mitigate any impact to quality or the project schedulg:

=) 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.

The

should re-estimate hours, due dates, and any changes in deliverables, tasks, and resoufce assignments
as well as capturing the reasons for the adjustments.

The njanager may use a burndown chart to quantify and track how much wotkK for a project has been
done and to estimate finish times. Burndown charts can include multiple phases for units of work, such
as resparch, 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 including
estimgites for additional work required as a result of project chafiges or rework.

8.3.3| New development tools

Tools used for information development change and e¢olve quickly as organizations compete to meet
the ngeds of customers. Although the skills assessment done earlier in the project should reveal any
gaps Wyith using the development tools, the manageér should be aware of the constraints that new tools
may chuse and their impact to the schedule, such*as the following:

— Npvice team members need time and tiraining to come up to speed on tools used for contentauthoring
and publishing.

— Npw tools may require new fermats or the use of mark-up languages, such as XML, which will
rgquire training and practice,

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

— There is no time-for training, so that team members try to learn as they go. As a result, they use the
tdols incorrectly, adding errors, risk, and extra time to the project.

— Npw tools 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.
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— 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 discussiolns and
solicit solutions from all involved. Decisions should be documented. Risk mitigation plans shofild be
reviewed for applicable scenarios and their possible solutions.

For all time estimates, the manager should consider factoring in a small percentage pf‘additional tjme to
accommodate for the overhead of unexpected changes. For example, if using a 10 % margin, if 10 [topics
of new content are required, and the estimate is 2 hours of development time‘ger topic, an add{tional
2 hours for 10 topics should be added for minor changes. There is an expeetation that work estimates
improve in accuracy during project development.

The practice in some organizations is to estimate overhead for unexpécted challenges for the whole
project vs. overhead in each function, so that overhead does not slow the whole project unnecegsarily
if it turns out not to be needed in a single function. This practice provides the whole projecf team
flexibility in making up for delays across the whole project. In-this case, the manager should not{factor
in overhead for information development alone.

8.4 Managing project changes

8.4.1 Managing change control

The manager should expect and prepare for changes that may negatively affect the team’s ability to
meet deadlines. The manager should follow the larger organization's standard change control piocess,
if suitable, for the information-development project. Changes may be recorded/documented in a dhange
management system and assessed for possible consequences to budget, resources, and schedule|of the
project. Revised estimates may.bérequired.

8.4.2 Planning and preparing for changes

Although unplanned changes may occur from a very large number of sources, many are commgqgn and
should be expectedt

— not understanding the customer requirements;
— schedules that are overly aggressive;
— owversburdened resources; 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) New content to be developed.

Althoyigh changes to the schedule can be small, these changes may accumulate and make deadlines

|

unachlievable. The manager should advise the team to avoid accepting or committing to changes without

projed

tteam discussion and assessment of the impact to the schedule, because changes typically inmipact

the erftire information-development team.
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ample, if the project scope is 100 topics and 20 new topics are required due to proejéct changes,
D percent increase in the workload affects not only the content developers, butalso the editors,
Vers, translators, and publishers.

juested information or scope changes should be documented and tracked,with a record of the
ition of each change and why it occurred. Changes should be accepted,‘mitigated, or rejected for
is listed.

janager should know that all milestones have plans in place that.provide alternative options if
or changes in scope occur. Some examples of these scope changes are listed below:

duced resources due to unexpected illness or loss of an information developer;

— a
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— aI increase in product features due to late customer requirements; and

ditional languages added to the translation requirements.

schedule needs to be extended as a result-of project changes, the manager should assess and

commyunicate the impact immediately so that all. project members understand the consequences of such
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es. Delaying or avoiding project delays.fmay impact the next set of milestones, creating a cascade
sed deadlines.

Revising project estimates

ess the impact of any change,the manager should consider the workflow through which the change
e processed. For example)if a new feature will require two new topics, this addition affects every
h the development wornkflow and will require a revised estimate for learning the new features,
g, creating graphics,conducting technical reviews, adding links to the new topics (if web-based),
ing additional time for translation, and adding quality assurance and publishing time.

es in scope;;sehedule, product features, resource availability, product testing, and subject-matter
I availability for technical input and reviews are all possible examples of changes or delays that
ave compounding impacts on the project. The manager should revise project estimates based on
s achievable and be able to commit to those revised estimates with confidence.

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:

1) Review and assess the proposed content changes of what needs to be added and deleted. This
calculation can include graphics and any interface changes as well.

2) Check the current productivity rate by running a time comparison between the original estimates
and the actual time spent on the project to date.
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3) 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.

4) Ifthe project dependencies were not met, recalculate the hours per topic.

5) Apply the new calculation of hours per topic.

6) Consider at what point these changes occur in the project. Changes in the development phase are
EASIEr to aCCOMMIoUate At Canges 1T the fimat Stages of product Teaginess.

7) Communicate and document the impact of the additional hours added to the project estimates.

8.4.6 Maintaining quality and the project vision

8.4.6.1 General

Impacts may include not only customer delivery of the current project, but also subsequent planned
projects that use the same resources.

One of the highest risks of scope changes is with quality. The managet,should work with the groject
team to consider whether lost time is gained with reduced or eliminated quality assurance steps|and if

that is acceptable. Revised project estimates may be accommodated by:

extending delivery dates;

shifting or amending milestone dates to run tasks in/parallel or in a reduced time frame;
adding resources;

reducing or eliminating some deliverables;ad

renegotiating project quality.

Each of these options brings different results, with advantages or disadvantages to be weighed a
the project viability for success. Any reduction in quality should be a last resort of any mitigatio
or renegotiation of the project vision, and in some industries eliminating deliverables or quality s

bainst
h plan
Leps is

not acceptable.

8.4.6.2 Extending delivery dates

Although extendingdates is most likely the simplest solution to a change in project scope, it also has

many disadvantages:

Extendirg the 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 houfs.

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 Aﬂding resources-tothe prn}'nri’

If an pxtended timeline is not an option, adjusting resources may be the most viable solution.The
manager should evaluate the benefits and challenges of adding new resources to a project./Some
benefits include the following:

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

— n¢w resources bring new and useful skills that may improve quality or save timéthrough better
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Ver, when increasing staff, the manager should also take into account the following:
{ditional time should be allocated to allow new resources to come up_to speed.

ne team dynamics will change with new members.

hiring new resources, additional time will be required fordinferviews and the hiring process. This

wlill also require time pulling existing staff from other work to interview and train, potentially

playing other projects.

creasing the team size requires more people management and increases the importance of good
mmunication.

1 Modifying the project scope

nding dates and adding resources aré-not acceptable responses to project change, another option
bduce the scope of the project. A change in scope often means that something will not get done. If
kponse to a project change is a change in the information-development project scope, the project's
al budget should be maintaihed, the timeline affected minimally, and the quality of deliverables
fected.

hge in project scoperequires reprioritizing what is essential to the project and what can be
lated to keep on trdek: The manager should evaluate how the change in scope affects information-
pment deliverables. The following are examples of possible outcomes of reprioritizing due to a
e in project seppe:

here are fewer topics to write.

bntentis focused on task-based information (procedures) and conceptual information is minimized
prexample, 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.

Thaoaoaualination of e di ot oo 1 £ o Litxzic ot d
IIICc vvar
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— Translations are not reviewed internally and rely on the vendor quality assurance process:
— Representatives from legal, trade, customs, or export controls are left out of review/cycles.

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

However, the manager should first consider extending the schedule, increasing resources, or decr¢asing
the project scope before deciding to save time by reducing quality steps:

NOTE Reducing or eliminating quality steps is not acceptable in some industries without a risk assejsment
or justification.

8.4.7 Instigating changes

During the development phase, the project team may discover issues with the product that require a
project change. The manager should review and champion these changes on behalf of the informfation-
development team. The following are examples ofissues that can warrant project changes:

— potential usability issues with the interfeace 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-developmernt team learns about new customer requirements after the project 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 gevisions to the project plan or if they can be accommodated in the current plap. The
manager shoulduse the normal project change management process to initiate a project change.

8.4.8 Discovering quality issues

As a peossible consequence of poor quality or lack of technical understanding, the project teath may
discever existing quality issues from the previous version of the information. Information njay be
inaccurate, missing, incomplete, or simply poorly written for the intended audience.

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

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

— Ifthe 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?

8.5 [Communicating with the project team and management

8.5.1| General

The mpanager shall communicate the status of the deliverables and the project schedule’to project
members and stakeholders. This reporting should include why progress is not being,made on some
deliverables, what action has been taken, and what, if any, assistance is needed to Keep the project on
track.|The manager gains better cooperation when communication is partnered with'transparency.

The manager should be aware of project updates that are being commuficated externally, either
directlly to customers or in organizational reports. These may prompt a communication check by the
product team, and, if necessary, communicate any delays in the sched{e. The manager should be in
routirfle communication with product marketing to be aware of changes to products or schedule or
possilile changes after prototypes are delivered to the customer.

8.5.2 | Communicating with the project team

The mlanager should establish regular meetings with the team so that all project members report out on
their dleliverables and activity. Meetings should recorddminutes with decisions documented, and should
be disfributed to the project team.

The nmlanager should schedule meetings for eachitype of focus and provide agendas to clearly state the
meetipg objective. For example, the managef.may schedule design review meetings where the team
discugses the information design, or, statiis-meetings where the team focuses on progress and issues.
Other[meetings may focus on brainsternring for a solution to a problem, or a scheduling meeting to
reviey dates and deliverables. If the preject is deep into development and a sudden and urgent problem
arises], the manager should schedule daily meetings to keep communication flowing as the team works
through the unexpected changesthat need to be made.

In addition to regularly scheduled meetings, the manager should schedule meetings as needed to resolve
any ispues that arise, su¢has to brainstorm solutions to problems. Agendas should be sent beforehand
and mjinutes distributedto all relevant parties with decisions and action items.

8.5.3 | Communieating with stakeholders

The njanagershall regularly review the metrics that were agreed upon at the start of the project. The
manager’should include data from those or other metrics with formal communication and reporting.
Metri¢sshould clearly identify progress and challenges.

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.

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


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

ISO/IEC/IEEE 26511:2018(E)

8.5.4 Communicating with senior management

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
the project met its objectives.

9 Staffing and forming teams

which

9.1 Staffing and forming teams defined

A critical element for the success of information-development projects and organizations ‘is pers
management, particularly staffing and forming teams. The manager shall be résponsible f
following personnel management tasks:

a) identifying and assessing required skills;

b) defining roles and responsibilities;

c) hiring and training staff, or outsourcing staff positions;

d) evaluating staff performance;

e) developing staff;

f) creating a succession plan for key roles and skills; and

g) aligning project teams to engineering models sueh as traditional or agile.

The manager shall be responsible for the completion and quality of the above tasks. The manage
however, delegate the execution of specific tasks to senior members of the staff, such as an inform
development lead or information developet:

9.1.1 Identifying and assessing.required skills

The manager shall identify required skills for each project and strategic skills for the organizat
larger organizations with more than one concurrent project, skills may be shared across projects
may also be combined inta*defined roles; for example, the role of team lead may combine pla
information design, and testing skills. Required skills are necessary for the successful completic
project. Examples of required skills include the following:

— requirements.analysis;
— custonier-relationship management;
— information design;

—_information architecture;

onnel
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— content management,

— content development (writing);

— editing;

— graphic design;

— system testing of information for users;
— usability testing;

— translation and localization;
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specific technical subject matter expertise;
estimating, scheduling and planning;
project management;

authoring tool expertise;

content management tool expertise; and

sgrvice and information maintenance skills.

Team$ shall be formed for a given project to bring together the required skills to promote successfthe

projedt.

Strategic skills are necessary for the long-term viability of an organization and to prepare foxsuccess of
futurg projects, even if current projects do not require such a skill. Examples of strategic skills include
the following:

fyture technology expertise (for example, for future product lines);

adlvanced content management expertise or advanced content managément tool expertise, to
achieve strategic content management objectives;

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

skills required to align with strategic objectives of a larger organization;
information life-cycle management and strategy; and

sktills necessary to fulfill a succession plan.

9.1.1.1 Identifying, assessing, and addressing gaps in required skills

The staffing plan for each project shall take the required skills into account, with the goal of forming a
team that covers the required skills.

The manager shall assess the status of skill coverage for a given project prior to the beginning of the
projeqt. Some skills are critical to)project success; other skills are desirable but not critical.

Where a gap exists betweén)required skills and existing skills, the manager has the following options
to mitiigate the skill gaps

borrowing or shaping a skill across projects or teams. For example, editing skill can often be shared
a¢ross multiplé teams;

hiring experienced staff with the required skill for the project;

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:

— HIrNg stalT with expertse 1n tne strategic SKIIL.

— Engaging consultants or trainers to offer a training program for in-house staff tg“\leafn 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 practiciig the strategic skill in a
penalty-free environment.

— Borrowing resources with that skill and arranging cross-functjonal’training.

9.1.2 Defining roles and responsibilities

The manager shall define roles with clearly differentiated tesponsibilities at both the project apd the
organization level. Roles may combine multiple skills;)several roles can require the same skill. For
example, the role of a project team leader may combine.planning, information design, and testing|skills.
The role of senior designer may require information design and content development skills. A role
defined at the organizational level may be content strategist, with advanced content management and
advanced product technology skills, to provide'direction to multiple project teams.

One 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.

Multiple staff members may perform the same role. For example, there may be three content deve|opers
on the same project team.

Certain skills may be required in all roles, such as problem-solving, clear communication, or teanmwork.
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 team |eader
role. As anothér example, experience may indicate that a team leader is necessary to success|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 architeft role
that spans multiple projects.

&= 'the expectations and norms of the larger organization. For example, the term "chief writer o} chief

information developer may be more appropriate than - lead wWriter 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

teamg include the following:

— mlanager;

— c¢ntent strategist;

— tdam leader, project leader, or project manager;
— irfformation architect;

— tgxonomy architect;

— content developer or information developer;

— visual or graphic designer;

— edlitor;

— experience researcher, interactivity designer, or instructiénal designer; and
— localization coordinator.

The nlanager shall identify skills and responsibilities for each role and communicate these expectations
to thg assigned staff. This information may be décumented and communicated using organization
or project job descriptions, or in information-development plans, or through annual performance
objecfives. The manager should evaluate and assess staff based on their fulfillment of these expectations.

For mpre examples 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 §taff, outsourcing with contractors or contracting agencies, or the use of consultants. The goal
of the|staffing plan is tomeet the skill requirements, both required and strategic, for a given project
or for[the overall organjzation. One approach to filling the skill and capacity needs for information-
develgpment projects’isto hire staff. Another approach to meet skill or role gaps is through training or
mentqring of existifig staff.

9.1.3.1 Hiring staff

If add|tienal full-time or part-time staff are required, the manager shall identify the required skills and

intended Toles for the new stall, and sources ol 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;

— 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 absent for

an extended period;

— developing staff to achieve career goals, such as additional leadership training to enable
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'skills o
of key members who leave or move into new roles; and

— orienting newly hired staff to the procedures, processes, technology, or other elements of th
position.

A training 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 hired to’provide on-site training;

— on-the-job training (O] T) under the supervision of a mote experienced staff member or the ma
— mentoring programs within the organization; and

— outside training sources such as certification pregrams, offerings from professional societies,
training programs, or college or university.offerings.

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

9.1.4 Outsourcing staff

As part of a comprehensive staffing plan, the manager may consider outsourcing with contr3
contracting agencies, or consultants to meet the skill and capacity needs for information-develo
projects.

Before making an outSoutrcing decision, the manager shall identify the required skills and int
roles for additional resources required. As part of the selection process, the manager shall demon
that the selected(squrce meets the skill and role requirements of the target project or organij
with the ability-te'complete work on schedule, within budget, and with the desired quality levels,

Unique considerations for the manager as part of the decision to outsource include the following:
— costrelative to budget;

—\location of the outsourced resource. Consider if work has to be done onsite or if it may bg

career

- roles

€ new

hager;

bnline

ctors,
bment

ended
strate
ation,

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 protect it;
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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;

— impact on longer term skill gaps and succession plans, if the outsourced staff provides skills not
present within the in-house staff;

— 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-

housestafframd
— whhether the product is nearing end-of-life and has a lower maintenance priority.

When[making an outsourcing decision, the manager shall identify methods to monitor and manage the
outsofirced resources to mitigate any of the above considerations that are relevant. Methéds include
the following:

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

— clprification and definition of roles on both the in-house and outsourced staff;

— trfaining of the outsourced staff, or cross-training between in-house and'\outsourced staff;

— egtablishment of a liaison role, or team leader role with responsibjlityfor the outsourced work;

— identification of communication methods and frequency, 4o “be used with the information-
d¢velopment staff as well as other affected stakeholders;

— aJmeans for feedback to the outsourced staff on quality ofwork or areas for improvement; and
— tdrmination criteria for ending the contract.

The mlanager shall be responsible to assess the success of the outsourced skills or roles at the completion
of the[project or contracted obligation.

An organization may choose to follow ISO/IEC/IEEE 26512 to acquire services to support the
development of information for users for its products.

9.1.5| Evaluating staff

A key [responsibility of the manager role is evaluation of staff performance. The format, frequency, and
content of evaluations will likely be determined by the organization's Human Resources programs and
polici¢s. The manager shall-eomply with all such organizational requirements.

Within those constraints, the manager should strive to address status of and improvement in the level
of required and stfatégic skills expected of a given staff member.

Frequent ongeing evaluative feedback is a good practice for managers to provide the opportunity for
staff tp impxrove 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 o

f each

staff Tember, anmd work wittreactr staff irermberto batarce the goats of the imdividuat with the g
mission and goals of the organization. To meet individual development needs of a staff mem
manager may offer:

— on-the-job (O]T) training;

— mentoring;

— career counseling;

— various training offerings;

— support for participation in certification programs or professionahsocieties; and

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

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

9.1.7 Succession planning

As part of a comprehensive training plan_and individual development planning, a manager 5
consider succession planning for the orgafization. To effectively incorporate succession plannin
training and development, the manager. should:

— identify critical skills and roles'nheeded for the success of a project or the organization; and

— as part of the skills assessment or otherwise, inventory the availability of critical skill
currently exist, and thé.availability of individuals who are able to fulfill the critical roles b
those currently in them.

A critical role that should be considered includes that of manager of the user information-develo
team. The currentnianager should consider succession planning for his or her position as part
training and deévelopment plans created for the staff, within the guidelines of existing Human Rej
policy and precedures for the organization.

9.2 _Aligning teams with the engineering life cycle

Onte ‘special consideration in the formation of teams is alignment with the engineering life

verall
ber, a

zation
those

hould
g into

s that

eyond

bment
of the
ource

cycle

or’ processes that are used in the larger organization. While the manager has formed inform

ation-

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 struct
the team. For example:

ure of

— 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

PI‘IOF

accurj
should include the following, when applicable:

— rgview of information for users;

— system test of information for users;

— u

— adgcessibility testing of information for users;

— trfanslation and localization review and testing; and

— u

Theselreviews should be conducted by experts for the type of review required. Review approvals shall
be rethined as quality records. An organization may have an automated system for tracking the timing
and C;I;mpletion of technical reviews. The information-development manager should use such a system

if avai

NOTE
This d

11 Managing the translation process

11.1

Product, industry, or customer requirements may make it necessary to translate information for

users
is inv
for tr

develgpment planning and scheduling process. If translation is required, the factors in the following

sectio|
See IS
For de

11.1.1

to flnal publlcatlon of 1nformat10n for users, quahty control processes shall 1nclude formal

te, and usable mformatlon throughout its llfe cycle, not just during development. These rev1ews

bability testing of information for users;

ber-centered review and test guidelines.

able.

ISO/IEC/IEEE 26513:2017 has details on the standards for evaluation and testing of user information.
bcument contains details on evaluation methods and procedures, examples, and objectives.

Translation requirements

into the native languages(where the product is sold or used. In some organizations, the manager
plved in collecting, defining, and implementing translation requirements. Whether responsible
inslations or not, thé manager shall incorporate the translation strategy into the information-

Ins should be considered.
0 17100 Trauslation services — Requirements for translation services.

tails abeut the translation management, see Annex C.

Languages

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

— marketing plans for a product;

— user needs in the countries and locales targeted;

— le

gal 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 Charactersets

If language translations are required, the translation specifications should include character'se
fonts to be used.

11.1.3 Timing

The manager or responsible party shall include required timing of translations in the trans
strategy and plans and preferably in the overall project plans.

11.1.4 Deliverables

The translation strategy should specify typical deliverables for-each language; a translation p
should specify the deliverables for each language, including the\fermat required. The deliverabl

[s and

lation

roject
PS can

include PDFs of documents of various sizes or for various audieénces, user assistance, web content, etc.

It may be easiest to manage these specifications in a spreadsheet. For example, see the table of se
languages.

Table 2 — Sample Translation Worksheet

lected

Projects ar bg cs da de el en es pt

1 1 1 1 1 1 1 1 1
2 1
3 1 1 1 1
4 1 1
5 1 1

ar = Arabic

bg = Bulgarian

cs = Czech

da = Danish

de = Getman

el« Greek
A Lol

ClI — Ldlsllbll

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.

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

45


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

ISO/IEC/IEEE 26511:2018(E)

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;

— C¢
(0}

— S(

11.3

ntrally In a domestic [1irm or In a small number of translation centers, or distributed to the regions
to individual countries; and

me combination of the approaches above, depending upon language and geography.

Translation cost estimates

The nlanager or responsible person should include translation estimates as part of projéct and in yearly
or petfiodic budgeting, in alignment with organizational practices.

11.4

Trans
like u

Translation memory management

ation memory is a database that stores "segments,"” which can be sentences, phrases, or sentence-
hits (headings, titles, or elements in a list) that have been translated, in order to aid human

translators.

If an
respo
agree

prganization's translation service provider uses automated“translation memory, the manager or
nsible party should consider ownership of the translation memories in a contract or service level
ment with the provider. There are advantages and disadvantages to the organization owning its

translation memories.

The nfanager or responsible party should determiné*the answers to the following questions as part of

the tr

inslation strategy:

— Iglthe service provider allowed or encouraged to use the translation memories for other clients?

— Id the service provider allowed te-use translation memories from their other clients? (Note that

S o= S8 9 B

11.5

other clients include organizatiens within the corporation and external clients, and the answers

ay be different for externalws:internal clients.)
bes the organization want to retain ownership of the translation memories?

ill the translation(service provider share translation memories with other translation service
roviders, in caseS-where additional translation service providers are needed?

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

[Machine translation

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

— limiting the domain;

— strict use of terminology;

— if

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

— use of non-ambiguous language or automated checkers.
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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 countrles the reviewers and testers should be located in the countries
1 £ 1L 1

s N £l P H £, | | 1 1 2| 1d 1 | t the
LIIGL UuocT LllaL UIdITUTL. 11T UIIC UoTl lllLbl IdCUT 10 Ll auolau.u dlifu 1vtdalisLZey, lL S1IIUUIU UT L\,OLD\/{ asau S
translated and localized information for users. Integrated information should be tested for_proper
linking. See ISO/IEC/IEEE 26513:2017 for more information on testing.

NOTE Language and terminology change over time; therefore, a translator who no lenger lives|in the
target country could be unfamiliar with current usage. However, sometimes it is not possjbleyto use in-cpuntry

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

The types of problems that may be identified during localization review of inf@pnvation for users ifclude
the 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 choicévef examples, illustrations, and other cultjurally
significant subjects in the source language;

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

— broken links in integrated informations

11.7 Terminology management

Through systems or processes, the manager or responsible person should enable inforrhation
developers to use terminolegy-in the source language consistently and correctly. Also, the manager or
responsible party should-select target language terms for key terminology in the source language and
in the knowledge domain-of the content.

Product, component; and proprietary names are particularly important terms. The manager or
responsible party-should determine for each language whether these names remain in the gource
language or whether localized product names should be used, usually with input from both lochl and
organization-wide marketing. Those decisions are affected by whether source language names are
trademarKed, in which case the manager or responsible person should determine whether a farget
languagée term is able to be or should also be trademarked in local geographies. The connotatipns of
translations in the target language are a key consideration in the decision whether or how to translate
product names, and such decisions 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 IManaging the translation and localization of the user interface

The njanager may be responsible for translating and localizing user interfaces as well as information
for usgrs, especially in smaller organizations. In such cases the manager shall coordinate schedules and
implementation with the teams that develop and release the user interface.

Trans|ation and localization needs should be included in the initial planning ahd. definition of
requifements or specifications for software and user interfaces. After the user interface and software
are camplete, it is usually expensive or even impossible to translate or localize without major rework.

11.10 Guidelines for user interface translation and localization:

Refer¢nce strategies or tables for naming objects should be used in, the user interface by language,
ratherf than hard wiring source language in the software itself. This réference table is sometimes called
a schgma, and the data in the schema is sometimes called a dataddictionary. These strategies enable
programmatic mapping for user interfaces.

In thejsource user interface, room should be left forlanguage eéxpansion, especially if the source language

Wherg¢ver possible abbreviating target language terminology should be avoided. If abbreviations are
unavdidable, the abbreviations should be miade by translators of the target language rather than by
develgpers or speakers of the source language.

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

If a uger interface allows userscte select a language, the name of the language should be displayed in
that lgnguage. For example, the user interface should list Deutsch rather than German.

12 Managing finalproduction and delivery

12.1 Final production and delivery defined

Production.and delivery are the steps for making final deliverables, assuring their quality, and setting
them jup/to‘be delivered to users. These processes sometimes include many detailed steps for each
langupgein 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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12.1.2 During production

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.

axrat ndchaocletlha fina] Ao~ Ao
ITU I

For HTML, help, or other output types:

For all information, perform quality assurance and proofread according to the }ist(s) developed €
including final checks of graphics.

12.1.3 Atdelivery

an a-n
oCcTIcTaccalIr TCCIC TIrCTIIirar U CTOrTIrcIIcs:

Compile and check files.

Check that links work in all languages.

arlier,

The manager or a delegate shall complete the final steps of the production process. The steps and their

order may vary by organization, for example:

1y

2)
3)
4)
5)

6)

Release the final approved deliverables (physicaléand virtual) to the organization’s
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 Inspectiomyif appropriate. For example, Quality Assurance, Inforn
Development, and Packaging. together inspect the first item(s) delivered from vendd

data

hation
rs or

Manufacturing Final Assembly-50 that all the items are included and in the proper place. As part of

this inspection, participantswverify that the correct label(s) in the correct language(s) appear
appropriate place on packages, and all the documents or physical pieces on the Bill of Materid
in the packaging and-eorrectly assembled.

Archive final version of final native source files, as well as final PDFs and HTML files. These {
files can be used-as the foundation for information for users for subsequent products and ser

pn the
1Is are

ource
vices.

Even though@product is no longer sold, people may still be using it. Content should only be removed

from viewing on websites only in situations such as the following:

when' a product end of life date has been identified and communicated to the public, for ex4
because of a completed product recall;

hmple,

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 regulatory or legal

approval;

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;

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

— véndors have specifications or instructions for producing or duplicating deliverables, including
d¢livery schedules; and

— far physical deliverables such as printed manuals, CD-ROMs, Bills of Material, othefimechanisms for
agsociating information with a particular product have been defined.

13 Measuring content quality and user satisfaction

13.1 Measuring content quality and user satisfaction defined

The nmanager shall develop a process and set of metrics to assessithe quality of the content delivered,
including defect identification as well as indicators of user satisfaction.

a) Identify the set of metrics to be used to assess quality across projects, including defects and user
sgtisfaction.

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

c¢) Upe the measurements to correct defects and, through root-cause analysis, improve the
information-development process.

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

e) Sfrive to develop predictive metrics that lend themselves to be measured in-process (during
d¢velopment) to take preventive action before content is delivered.

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

NOTE ISO/IEC 15939:2007, Systems and software engineering — Measurement process provides more
detail pn measurements. [SO/IEC/IEEE 26513:2017 specifies processes for use in testing and reviewing of user
documlentation.

To fadilitatecomparative analysis, a base set of metrics should be used across an organization for all
projedts. T he information-development plan should include the metrics to be used and the data to be
collectéd;,at the outset of any given project.

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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— has arange, a meaningful domain, and a known slope; that is, the shape of the curve is understood;
— easily measured or worth the effort to measure;
— reproducible or repeatable; and

— provides a meaningful measurement of process outcomes and quality.

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

numbers are worse than smaller numbers) The metric is ob]ectlve and given a spec1f1ed authority,
repeatable. Automated coding checkers make it easy to collect the measurement and the méasurgment
can be repeated reliably. Coding errors impact the quality and consistency of the output and thps the
measurement is meaningful and may immediately lead to remediation of the defect. The mefric is
errors per 1 000 words. The measurement for a specific document can be "15."

13.1.1 Measuring quality defects

One definition of quality information for users is information that meets”the user's requirements.
Managers should have an understanding of user requirements that may then be used to develop njetrics
to measure conformance to those requirements. The next section\ {"Measuring User Satisfadtion")
describes ways to use user feedback to measure user satisfagtion. However, there are also[many
generally applicable standards and characteristics that help\assess the quality of infornjation,
regardless of the specific user. To measure the extent to which(these quality characteristics are piesent,
quality metrics for information for users traditionally track the number of defects (when inforrhation
deviates from or is lacking in the quality characteristic)y'such as grammatical or spelling err¢rs, or
discrepancies between the information and accepted Standards for content, structure, and f1rmat.
Such user information standards should be refefénced in the project plan or in organization-wide
quality standards. Discrepancies, or defects, frofmgenerally recognized standards influence the|user's
impression of reliability and quality of information. Various types of editing reviews, peer reyiews,
checklists, or automated tools can be used toevaluate conformance.

Some examples of standards-related quality defects that may be tracked or measured inclugle the
following:

— deviations from a specific style guide;

— grammar or spelling errors;

— flagged language in automated tools that aid in improving the translatability of text;
— comments/corrections from editors; and

— formattingyerrors flagged as non-conforming by authoring tools.

Other quality defects to be measured and tracked compare the current information with a broader
definition of quality information for users, such as:

=2\ 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 Tanager shall put a process in place as necessary to collect, evaluate, store and share the

meas
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Measuring user satisfaction

bers should identify sources of user feedback to directly measure satisfaction with the
hation. While conformance to standards and internal assessments of adherence to quality model
Cteristics are often good predictors of user satisfaction, they are not a guarartee of "quality” in
es of the user. Well written or beautifully presented information that does ot solve the user's
m is not, in the eyes of the user, a quality document. Users or user represeftatives may determine
requirements for the information have been met.

s of user feedback include the following:

bability testing, especially if the subjects are actual users or representative users (same skill and
nowledge level);

ader comment forms, including online feedback forms;

mments in online forums, such as service forums for'a product;
ber site visits;

bfect reporting through a formal product sérvice process;
terviews with user-facing personnel;

1p desk calls; and

edback from training personnel on product information used.

pers shall develop metrics and a supporting process to collect the data needed to measure user
iction, using availablé user feedback sources wherever possible. All project plans should include a
5s to measure, evaluate, store and share specific user satisfaction metrics.

bles of possible.user-based metrics for user satisfaction include the following:

rerage ratitig on survey questions about quality at the end of a usability test ("how satisfied are
u with:this information on a scale of 1 to 5”);

— P

epcent 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 defects may be identified and corrected prior to delivery of the information to the user. Exdmples
of such defects are spelling or grammatical errors, deficiencies identified during the editing prfocess,
or technical errors identified by subject-matter experts during internal technical reviews! Ifnecgssary,
the manager should have a method of prioritization for corrections based on impact. to.the us¢r. For
example, technical accuracy errors are generally considered high priority for techimical infornjation,
while some organizational improvements (additional supplemental information, foy'example) identified
in the editing process may be delayed without severe impact on the user. For any defects identifipd but
not corrected prior to delivery of the information, the manager shall have-aprocess for trackipg the
appropriate corrective action and timing (for example, to be corrected at'a‘specific time frame| to be
considered as a future requirement or optional suggestion, or to be rejected). The manager shall also
have a process for tracking and handling defects identified post-delivery, again with a classification of
priority, action, and timing. Often these processes are established and documented at the organifation
level. If so, individual project plans should either reference the erganization process or explicitly state
an alternative defect-correction process.

In addition to establishing a process for correcting defects, the manager should establish a prodess to
selectively conduct root-cause analysis on critical defects that may lead to opportunities for pfocess
improvement. Not all defects lend themselves to suchanalysis and the manager most likely shoyld not
invest the time to analyze all defects, but the manager should establish criteria to selectively tracg back
the source of a subset of critical defects to theirQrigin in the information-development process with the
goal of improving the process to prevent such\defects in the future.

As an example, if a particular information'set has a higher than average number of spelling errors,|a root
cause analysis can identify that the sdurce content came primarily from new information devejopers
who are not sufficiently trained onithe spell-check tool; corrective action may include required tool
training as part of the orientatioh process for all new information developers. As another example, a
technical accuracy measurement can identify a higher than usual number of accuracy errors.| Root-
cause analysis can identify\that the key subject-matter expert for that document did not participate
in the technical reviews. A'resulting process improvement can identify "required reviewers" wjithout
whose review the information-development process should not proceed.

13.1.4 Using user'feedback to validate measurements and improve processes

Where possible, the manager shall use user feedback to validate the measurements of quality anf user
satisfaction: As stated earlier, conformance to standards and internal assessments of adherehce to
qualityxmodel characteristics are often good predictors of user satisfaction but they are not a guarantee
of ’quality"” in the eyes of the user. Further, user feedback provides another opportunity for the mgnager
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
understood. 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 [[dentifying predictive measurements for preventive action

Wher¢ possible, the manager should develop metrics that can predict quality or satisfaction'when
measyred in-process (during development), so that preventive action is taken before content is delivered.
A prefictive measurement is one that is correlated over time with a given quality or.-$atisfaction
resull For example, a manager may analyze poor user satisfaction ratings of information over time
and d¢termine that a common process characteristic across those instances is a low ndmber of subject-
matter expert reviewers, or in some cases only a single technical review meeting.{f no information
with ffen or more SME reviewers and two or more technical reviews has been foulnd to have poor user
satisfiction ratings, this becomes a predictive, in-process measurement that shaild trigger preventive
actior] before completing the information-development life cycle. That is, ifia’set of information has a
review with only six SMEs and only one technical review meeting, then. the process should require a
seconfl review meeting or additional SME reviews before the informationds completed for delivery.

As another example, a manager may analyze poor user satisfaction ratings of English-language
information over time and determine that a common characteristic across those “poor” instances is a
measyrement of "50" or less on an automated syntax tool used.to assess clarity of text for translation.
Perhaps the recommendations from this tool were not requiredto be addressed for information known to
be shipping in English-only. However, based on user-satisfaction analysis and correlation, this rating now
beconpes a useful predictor of quality and satisfaction eten for English-only information, and a minimum
rating may be added to the process as a criterion for. passing the information-development phase.

14 Measuring productivity, efficieney and cost

14.1 [mportance of measuring cast; productivity, and efficiency

Managers shall regularly track actual costs to provide data to assist in more accurately budgeting and
estimfating the amount of labor\réquired for work, as well as to assess whether process improvements
and new tools are effective.Preductivity and efficiency are valuable measures derived from the cost of
resoufces consumed and-deliverable output over comparable periods of time.

In addlition, managers-should track other measurements on either a short-term or long-term basis
to illyminate prokJems and suggest areas needing improvements and to derive feedback about the
effect{veness of-efforts at improvement and innovation.

A basElineshould be established against which subsequent measurements reflect improvements or
deteriloration.

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

14.1.1 Operational costs

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

NOTE 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;

— charge-back labor costs from elsewhere within the organization.

NOTE In some organizations, consultant costs or charge-back labor costs are considered discretionary and
can 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 ipclude
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,
such as telephone expenses and building occupancy costs.

14.1.4 Translation, printing, and publishing costs

In some organizations, the information-development manager is responsible for translation, printing,
and publishing costs. In those organizations, the manager should monitor these costs along with| other
information-development costs.

14.2 Project costs and time tracking

Project costs are generally the most important costs that information-development managers [track.
Because (aside.from translations and printing) labor represents the majority of the cost of deve|oping
information-iriformation-development managers should track staff time on projects or requir¢ staff
members‘to track their time spent on projects. Information-development organizations that arg part
of larger/development organizations are usually required to track labor or time spent on pfoduct
deyelapment, on sustaining projects, and sometimes on other activities. In organizations with effiective
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

amasq 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 be-appropriate
to the[project needs. The number of activities should be fewer than 15-20, so that it is easy for workers
to detprmine what activity to record. Activities for information-development time tracking may include
but arje not limited to those listed below. Note that in some organizations all trainingis combined into
one adtivity, as well as potentially all administrative tasks, regardless of whether'the activity is related
to projects or not.

Projedt-related activities include the following:

— r¢search and planning;

— v]:'iting;
— edliting and review;

— d¢veloping illustrations;

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

— production and publishing;

— product or project training;

— administrative tasks related to priojects, such as meetings, email, and status reporting;
— r¢work (see 14.4.2 on rework).'Activities not related to projects include the following:
— administrative tasks such as performance reviews and non-project email and meetings;
— training not related fejprojects; and

— vacation, sick leave, and personal time off.

14.2.4 Overtime

All prpjeet ‘efforts should be recorded so they can be used to improve future estimates. If overtime
hours|tfacked are restricted, tracking will incorrectly report the amount of work required to complete

projects, Teading to inaccurately Iow estimates for Tuture 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)

where

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

and where

capacity = total available staff time units per year

EXAMPLE Assume that an organization has 10 information developei's’and a budget of $1 300 0PO per
year. A fulltime worker at 40 hours per week has 52 weeks or 2 080 houyssHowever, available work time should
be calculated at less than that to account for paid time off and sick leave"Some organizations use 1 96(] hours
(49 weeks) per year for estimating purposes. Thus, the available work capacity of this organization wduld be
490 weeks (or 19 600 hours), and the rate for work would be $66/hour ($2 653/week).

14.2.6 Reporting project costs

Managers should determine whether the organization provides periodic project reports to groject
managers. If not, the manager should collabordate with project managers to determine what [if any
project reporting is necessary and at what frequency.

Managers should note variances over or-under a certain percentage or absolute amount, sp that
upon request they may help explaincvariances. For example, depending upon the expectatipns of
a management team, managers should proactively report variances over $5K or 20 % under of over
project budget.

Information should be stored so that multiple people can access the information and build reports ffom it.

14.3 Productivity mieasurements

One of most managers’ major goals is to maintain or preferably increase productivity. Therefgre, in
addition to tracking and reporting on project costs, managers should periodically track and feport
overall prodiictivity, for example, yearly or at the end of major releases. Productivity measurements
enable managers to defend the value added by their organizations in proportion to their Budget
allocations in ways that are meaningful to their organizations.

Inereasing productivity implies that activities that were not possible given the current budget npay be
aecomplished. If an organization becomes more productive (efficient) performing current activities or

decides toetimimate activities thatare determined to ave tow vatue to the customnrer, the orgamization
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.

Reportlng on units produced introduces more variables, requiring that units be carefully selected. They

clude one or more of the following or other units that make sense for the particular organization;

mber of total topics;

mber of new topics;

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

mber of Engineering Change Orders (ECOs) addressed;

mber of pages; and

mber of words.

ring the number of pages or words is less desirable because these measures tend to result in
ords and pages rather than high-quality minimalist inférmation, which has been shown to be
sable as well as more cost-effective.

vide a more accurate picture of productivity, these“uhits may be weighted. For example, topics
weighted according to their size or complexity;using a scale of 1-5 or another logical scale.

fficiency measurements

igncy is another key metric to judge*whether work has been accomplished in the smallest

investigate why. Differences may be due to the amount of experience or skill of an information
develgper. Differences may also derive from the knowledge, skill, or practices of the overall product
develgpment team. The purpose of the investigation is to remedy problems, to promote best practices,
and tq institute training so that'the efficiency of the organization is continuously improved.

Howeyer, there are two.major exceptions for the information-development organization where sub-
optimfizing the work-efiinformation development may be better for the organization overall. The first
excepfion involvestranslations. Investments in making the source language as unambiguous and easy
to trapslate as_possible can result in substantial translations savings. Such savings are multiplied by
the nymber ofitarget languages.

The s¢cofid‘exception is product usability. Some organizations start information development early in
the poduct 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;
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— units re-used across deliverables for different media, such as embedded help, web-based help,
and PDFs;

— units re-used in training and marketing materials as well as information; and
— units re-used by customers in their own information.

Content management systems can automate the collection of re-use statistics,for example by tracking
the number of times a unit has been used. Conversely, some content management systems can autpmate
the tracking of what percent of an information product is new. Managebs-ih organizations with cpntent
management systems should collect and report re-use statistics from\the content management system.

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

To make re-use statistics more understandable for upper management, re-use can be expresged in
monetary 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 r¢used)

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

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

EXAMPLE If the totalnuimbers of words in the repository is 100 000 and the total number of word in all
forms of output is 1. 000/000'words, then the re-use efficiency measurementis 1 to 10, representing 90 % [e-use.

14.4.2 Contentrework

Rework, or,doing work more than once for whatever reason, is an indicator of inefficiency. Managers
may use it to assess how much additional productivity a team could achieve if the causes of rework
were eliminated. Rework can indirectly measure whether an organization is getting inputs o time
or thecright inputs. Managers may make rework one of the ongoing time-tracking activities orfuse it
short-term to illuminate and provide evidence of process issues. When managers measure reworlk, they
should seek to understand its causes and implement solutions.

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 is frozen.

Cycle time can be measured in terms of the duration of an activity as well as by the elapsed time, the

latter
chain

of which includes waiting time. Both duration and elapsed time should be included in any value
analysis, the purpose of which is to highlight potential inefficiencies so they may be reduced or

eliminated.

15 E

15.1

To ali
projec
for id

valuating organization process maturity

Organization process maturity evaluation

bn expectations among the project team and with all stakeholders, managers of user‘information
ts should evaluate the organization’s process maturity level. This assessment is important
entifying gaps in process that may affect the overall success of the project:“The following are

functipnal areas that intersect with an information-development project and shotild be evaluated for

their
result

Perfof
major
assess
the of

maturity and ability to meet set standards, forecast task duration, complete tasks on time, and
in expected quality of deliverables.

ming a maturity assessment is a recommended practice periedically or before starting a
project to better understand and plan for potential process and quality gaps. Conducting an
ment at the conclusion of a project (sometimes referred to as a’post-mortem assessment) offers
portunity for the entire project team to compare the deSired or undesired outcomes and gain

insight to their respective possible causes. What worked well‘should be promoted and repeated. What

did ng
anim

To ev3

t should be further evaluated for corrective action so-as not to be repeated and thereby result in
broved subsequent project outcome.

luate the organization process maturity levels; the manager of information-development projects

shouldl assess the degree to which the following eléements are true and put plans in place to mitigate or

close

— o0
in

— q

in
— P
— e
d

— h
aq

he gaps discovered.

rganizational structure that promotesefforts to produce quality technical information for users,
cluding the current reporting structure for the organization;

hality assurance that successfully promotes the quality of the information-product deliverables,
cluding developmental editing and technical reviews;

anning that promotes the notion that information products will meet the needs of customers in

adldition to meeting deadlines;

stimating and-scheduling processes that estimate the time and costs of each information-
bvelopment projéct undertaken so that the value delivered is worth the expenditure of resources;

ring and training responsibilities to hire qualified individuals worldwide so that they have
cess toproduct and professional training;

— P

iblication designs that encourage staff to pursue innovations in information design and delivery

rather than continuing to publish the same documents year alter year;

— cost control to know exactly how much the work done by the organization costs, including the cost
of innovations, tools improvements, and basic information development;

— quality management that actively promotes activities to improve the quality of the information to
be delivered, including customer studies and feedback from customer-facing groups;

— change management that drives awareness of the importance of collaboration to improve quality
and reduce costs and actively promote collaboration activities in the organization; and
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— 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 addition to data-driven metrics established for the project, the periodic or post-project.p
evaluation should include an assessment of the degree to which the following met its success-crit

information-development strategy - evaluating the content development, delivery
distribution process, and how well the outcome aligned with the corporate product strategy

information-development project plan - assessing how manageable the project schedul
meeting the budget, how tasks were prioritized, and the level of resulting.quality and complet

staffing - evaluating the alignment of available skills with project-tasks and meeting exf
productivity levels;

risk mitigation - the ability to overcome risks and the effectiveness of mitigation plans;

information reviews - evaluating the timeliness and ‘robustness of content reviews af
resulting level of technical accuracy;

translation - assessing the process for vendor selection, accuracy of cost estimations, and reg
quality of the translation; and

information-product delivery - evaluating the processes for information-product de
accommodating customer expectations:with formats, translation, and medium.

"0cess
bria:

. and
b was,
kness;

ected

d the

ulting

livery,
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A1
The

Annex A
(informative)

User and task analysis

IUser profile analysis

fdllowing describes some components of a user and task analysis. However, in addition to a*férmal

user gnd task analysis, considerable information about users' information needs is also obtained from
user qurveys, user comments on online information, social media reports, and information gained
through website analytics.

A representative number of users should be selected for a needs assessment. The:ntamber of users that
need fo be profiled to provide enough information for task analysis and to staft,seeing trends during
analysis should be analyzed. The users chosen should either represent a group«f end users or should be
the acftual end users.

A2

[Determining user demographics

A balgdnced cross section of those users should be selected tostudy. The following are representative
categories to consider:

A3

uger location — domestic and international users;
organization size — small, medium, large organizations with multiple divisions or enterprises;

uger variety — internal organization users, external users (customers), partners, and any other
specific user types;

uger product experience — novice,.experienced, and expert users;
industries — automotive, consumer products, medical, etc,;
ca\Llltural — different cultures/or geographies; and

language — business-and native languages spoken.

[dentifying uSers to interview

Methdds and.avenues to identify users to interview or observe concerning their information needs
should be defined, using the following resources:

62

intérnal 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 envifonment shoyld be
developed 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 theproduct; and

— relevantgeneral characteristics of the users, such as agegeducation, location, physical charactefistics,
and others as relevant.

A.5 Developing user personas

A diverse set of user personas should be developed to ensure diversity when choosing users to intdrview
and observe. The personas should be shared-with the interview and observation teams.

Developing personas is crucial becauseyusers across different demographics have different needs and
requirements.

A.6 Analyzing the user-environment

User environment analysis is the process of gathering information on the user’s work enviropment
through site visits and’/interviews. Several analysis methods support environment analysis.| Some
methods are not possible for cost or security reasons.

A.6.1 Typesof environments

The types\of users’ work environments should be defined. For example, the user environment fof lawn
mowepinformation can be the user’s garage or yard. The users' work environments can determipe the
wayiinformation is delivered as well as the type of information required for successful performance.

[fallowed, 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

c . . .
aIalysis.

User tpsks should be captured, including high-level workflows to detailed task descriptions. Methods of
capturing user tasks include the following:

workflow diagrams outlining major user tasks or large activities;
sgquence of tasks that show the order in which tasks are performed;
tdsk hierarchies that show dependencies between tasks;

rale/task matrices that show which users perform which tasks;

dé¢tailed task descriptions that also show objects, actions, and decisions;
tgdsk flowcharts that include inputs and outputs;

tdsk scenarios that use real-world examples; and

tdsks derived from the product features or functions.

The manager should explore possible data presentation methods. The data presentation methods
selectpd should closely align with project goals. More than one presentation method helps to diversify
the arjalysis and is a means to verify conclusions;

A usef/task matrix identifies the relationship’between types of users and the tasks that they might
perform.

Understanding the tasks users perform and the goals they hope to achieve in performing those tasks
inform the task analysis and lead\to improved information design. Analysis directly leads to design
decisipns and strategies to guide tontent development. Examples include content hierarchy, scenario
develgpment, and work processes.
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