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Your organization creates and distributes content today. Before planning an entirely new process,
you are well-advised to study the current process. Before designing your new system, come to
understand the ways your organization creates and publishes information and functionality, and

what constraints they will put on the system you want to create. Your goal here is to work
outward, from your CMS project team, through to the sponsors of the project within your
organization, to the audiences you hope to reach, and to the contributing groups in your
organization, in an effort to find their needs, constraints, assumptions, and blind spots.

In this white paper I'll provide an overview of the CMS project process and discuss how you might
go about getting yourself and your organization ready for a CMS.

Understanding the CMS Project Process

Any large development/integration project has these broad phases:

1
2
3.
4
5

Business justification
Requirements gathering
Design

Implementation

Deployment
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6.

Maintenance

The process | propose for doing a CMS project is quite a bit like the general process, as shown in
Figure 1.

| Assess Readiness |

| Get a Mandate I

2 Gather Do Logical
Requirements Design
I Select Hardware & Software ‘

| Plan Implementation ‘

Implement Process
System Content

L=

‘ Load and Test Content ‘

5

‘ Deploy and Test System ‘

Train Perform
Staff Maintenance

=

Figure 1: The CMS project process follows the same general process as any other large
development project.

Even though | use some different names, the ideas are generally the same, as follows:

7.

Business justification: This step is taken care of in my readiness assessment and mandate
processes. In these two processes, you decide what the organization has accomplished so
far and then build consensus around a plan of attack. The readiness assessment is
discussed later in this chapter.

Requirements gathering: This is a specific step in my CMS process, but it is not as
extensive as the standard process. | favor a short requirements-gathering phase, followed
directly by what | call logical design. During logical design, you continue to gather
requirements of a sort, but your real task is to fashion those requirements into a clear idea of
what your system must accomplish.

Design: In my process, this step begins with logical design, but cannot conclude until you
have selected a particular CMS system. In system selection, you use the requirements you
have completed, and part of the design, to create an evaluation process for selecting a CMS
product (or, possibly, concluding that you want to build your own). Before you select a
system, you have to do enough requirements gathering and design to know what you want.
Before you complete the design, you have to know what product you will be using to account
for the product in the design. Between design and implementation, then, is a system selection
stage that overlaps them both.

10. Implementation: In my model, this step includes the last part of what is often categorized as

design - specifications. | call specifications the physical design of the system and include it as
the first part of implementation. Following physical design, CMS implementation proceeds as
usual - with a lot of programming. In addition to programming, though, in a CMS project, a lot
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of content processing might need to be done. To be accomplished by the time the system is
ready, this preparation work needs to be started as soon as possible.

11. Deployment: As with other systems, during this step you install the system in its "production”
environment and test it there. In a CMS project, however, loading and testing the content and
publications that the CMS produces is also part of deployment.

12. Maintenance: In my model, as in other enterprise systems, a CMS project never ends - it just
goes into maintenance mode. This is doubly true of a CMS, where you will be adding content
continually and will also want to restructure the repository and publications on a regular basis.

The major difference between the CMS process | use and the standard software development
cycle is that in the CMS process, you do enough design to fully understand what you want to
have happen and to be able to select a product (or choose to build your own). Then you select a
system that can achieve the design you have made. Next, you complete design by developing the
specifications for your system. After that, you are back on the usual implementation, deployment,
and maintenance mill. One other significant feature of a CMS project, over and above the usual
kind, is the potential size of the content processing portion of implementation. In the standard
development project, moving data into the system is not nearly the task that it can be in a CMS.
Of course, a CMS project is a large-scale systems integration project, so it shares a lot with other
projects where software must be purchased and integrated into the organization.

Techniques for Getting the Job Done

To get ready for a CMS, you can start within whatever project team you happen to have. Working
outward, you can survey the organization for signs of pain related to poor, or nonexistent,
information processes and catalog them for later use. It is most important to try to uncover and
document whatever CMS mandate might exist in your organization, to see just how much of a
project is currently expected and by whom. Your biggest task is to catalog the current
assumptions in the organization on the following issues, which are of most importance to a CMS:

=& Audiences

=& Publications

=& Content

. Infrastructure systems

Having assessed all of that, you will be ready to go from what exists in the organization to what
needs to exist to successfully implement a CMS.

Start with the project team

Some individual or group must have been given the task of figuring this all out. | state it so
vaguely because that is about how precisely most organizations have defined the problem at the
start. Generally, there is a loose consensus that something must be done, but when you ask,
"Done about what?" the answers vary. The problems most often cited are the ones | have listed
elsewhere. In most minds, they boil down to this statement: "It is too expensive and ineffective to
handle our Web presence in the ad hoc way we have handled it so far." Somewhat more
enlightened minds see the duplication between the Web and other publications as an
unnecessary evil. Very few can succinctly define the problem or frame a comprehensive solution.

Even in the fog, everyone seems to have a gut sense that there must be a better way to handle
the large and growing body of content that the organization is amassing. Few know to apply the
words "content management" to the problem or solution.

In sum, a person or small group is directed by someone to figure it out. Let's call this group the
project team. Unfortunately, this someone who directs the team to figure it out (the project
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initiator) is often not someone who has the perspective to see the forest for the trees. As often as
not, the project initiator has a particular problem to solve (like "I can't get my changed pages on
the site fast enough"). In addition, the initiator might or might not have the authority, skill, or
desire to pursue the kind of big solution that | present here.

But at least he or she had the foresight to get the process started. What the team will soon need
is a solid set of sponsors that do have the perspective to see the entire problem, the foresight to
envision a whole solution, the authority to mandate a solution, the skill to negotiate throughout the
organization, and the desire to transcend organizational politics and do something new and risky,
but replete with reward.

One way or another, then, a team is created to figure out how to more effectively create a Web
site and, maybe, other publications as well. Job one for this team is to get their bearings in the
organization and chart a course toward a solution that will stick. If they are a savvy team, they will
not rush toward a quick-fix solution. Rather, they will hang back a bit (despite the pressure to
produce) and try to define the problem, realistically assess the progress the organization has
made, build consensus around an appropriate solution, and then begin to build a system.
Admittedly, the savviest team in the world might not be able to resist the pressure of nearsighted
goals and deadlines, but the savvier they are, the more the team will realize that, in the end, their
own success will be judged not on how quickly they acted, but on how well their solution worked.

Still, an enormous amount of finesse and fortitude can be called for if you are being asked to do X
and you believe that you need to do 100 times X. Of course, | am painting the darkest picture
here, a picture of sponsors not up to the job and teams with myopic mandates. | have seen too
many of these sorts of situations not to acknowledge them and provide some moral support to
those who face them. | have also seen sponsors who are up to the task and teams whose
mandate is broad indeed.

At any rate, I'll assume that the team has management that is enlightened enough to expect and
respect a fair amount of up-front due diligence. This due diligence amounts to understanding
what the organization has accomplished already; gaining general agreement on the goals and
success metrics of the project; compiling the requirements for audiences, publications, content
and infrastructure; and educating the organization to ensure that there is enough of a shared
vocabulary and concept set that you can communicate and agree.

The core tasks of the project team show directly the skills the team needs to have in order to
succeed. The following list overviews these skills which you will need to have in at least one
member of your team:

=& Analyze and assess your organization. For this task, you need a business analyst. This
person is responsible for answering questions like, What groups need to be involved? Whom
do | contact to get permission to...? Who are the key supporters we need to have on our
side? Who needs what education? How do we maneuver through the organization's
bureaucracy? How will we build consensus around a mandate? How do we align and extend
organizational goals? How do we measure success? Someone from management is a logical
choice for this job, but it must be someone who can manage "up" and not down. It must also
be someone who is quite analytic and strategic in her approach.

«e Understand your audiences. You need an audience analyst. This person is responsible for
figuring out who the appropriate audiences are, what they want, what you want from them,
how finely to divide them, what good analyses exist in the organization, how to align your
system to current marketing approaches, what data you need to collect on audience
members, and how to collect it. Someone from marketing or public relations is a logical
choice for this job, but it must be someone who is less focused on campaigns and more
focused on analysis. Someone from an editorial background is also a possibility, but in this
case, you need to be sure the person is comfortable being quite quantitative in her approach
to audience analysis.
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== Understand the publications that your organization will be creating from the system. Thus,
you need a publication analyst. Even if your first plan is only to create a Web site, you should
still have your eyes open for the ways in which the Web site needs to share with other
publication efforts. This person is responsible for finding out what publications exist now, how
they share information, how they are produced, how often they are produced, what their
audiences are, how they are distributed, and how they can be deconstructed into pieces that
a CMS can produce and coalesce. Someone from the current Web effort, or another major
publication group, is a logical choice for this job, but that person must be able to climb out of
the publication she has been creating and look beyond the particulars of a publication, to how
publications in general can be created.

=« Understand the content that the system will manage. This task requires a content analyst.
This person is responsible for finding out what kinds of content you have, what you need,
how it serves audiences and publications, how it can be divided into content classes, how
each class can be reduced to a set of content elements, and how those elements can be
fashioned into a metadata framework for tagging content. She is responsible for
understanding how information is produced in the organization and where it can be found.
She will assess the amount of work it will take to write or acquire content and how much will
be needed to start and run the system. Someone from an editorial background is a logical
choice for this job, but it must be someone who is less focused on creative writing and more
on mechanics. Someone with a library background is another good choice, but the librarian
must be able to understand the creation process as well as the cataloging process.

=& Understand the computer infrastructure upon which the system will run. You therefore
need a technology analyst. This person is responsible for understanding all of the systems in
the organization that will interact with the CMS. She is also responsible for understanding any
constraints or technical requirements the organization might have. Later, she will be central in
the selection of any new hardware or software you will need to build the system. She must be
able to understand and piece together every piece of technology used, from the first
authoring application to the final piece of JavaScript in an end user's browser. Someone from
a development or IT systems background is a logical choice for this job, but she must have a
head for content as well as data. A technologist who is comfortable ignoring the human parts
of the system will not do.

You will need to bring all of the diverse perspectives together and unite them around a clear
vision of how they all fit together. Thus, you will need a project leader who can form and articulate
a clear plan of attack that takes advantage of all the skills in the team. This person needs to have
a little bit of the skills of each team member but also a wider perspective of the entire system and
process. Because she will often be improvising (for lack of any established process), she needs
to be a strong communicator and a forceful director. Finally, she needs to embody an information
perspective. That is, rather than focusing too much on any of the team member skills, she brings
them to bear on the central problem of the entire project - what is the right system for us to best
collect, manage, and publish the information and functionality that our audiences want, and from
which our organization can benefit.

After the system is in development, of course, you will need other skills. But the skills you need
later are just a deeper and more technical version of the skills just discussed.
Look for pain in the organization

A good way to begin any conversations when examining your organization's CMS needs is to ask
what information problems the person is facing. If you ask (and even if you don't), you probably
will hear a plethora of issues, dilemmas, worries, and horror stories that surround the core issues
of content management. Certainly, if you do not hear a lot of woe, you should question the need
for a CMS! Be sensitive not only to the types of problems, but also to the actual stories that
people tell. These stories will come in very handy when educating the organization, bring a
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measure of "ground truth" to the abstract discussions you will find yourself in, and keep your team
on track toward solving the problems that are most pressing. As you hear these stories, do the
following:

== Record and categorize them. Distribute them freely to let everyone know where the
problems are.

=z Try to find the common themes. These are the major issues for your organization to
resolve.

Try to rate the severity of the problems. See if you can put some numbers around the comments
you hear, especially concerning the problems of a lot of information, slowness of the system,
people complaining, and unsatisfied customers.

Assess the current mandate

If you are extremely lucky, there is a one-page, crystal-clear description of what the organization
expects to accomplish with a CMS. The page has a paragraph that anyone can understand that
says why this system is necessary and what it will do. It then goes on to list the major goals of the
system. Finally, it has a shortlist of the criteria by which the system's success will be measured.

More likely, you have had a set of discussions with the project initiator, where you learned of her
goals and requirements. You might have an e-mail message or a memo that reiterates the
discussions. Maybe that is all there is, but maybe not. Where did the initiator get the idea? Were
others involved? Is there some wider initiative of which this is a part? If you dig around a bit
(gently, of course), you might find that a number of overlapping movements have led to your
project and that it serves a number of organizational goals. If others are unaware of the
connections, you have material for an education plan. Most likely, there is a loose agreement
(and some disagreement) on the issues surrounding a CMS. Where exactly is the agreement and
who agrees? Where is the disagreement and what are the divergent opinions?

In addition to the text of a mandate (or lack of one), you should explore its scope. Given your
current understanding of how far-reaching your system will need to be, are the right people
involved? Are other initiatives out there that are not connected to this one that maybe should be?

Assess the organization's assumptions

For each of the kinds of analyses you must do, there is a set of relevant documents and people in
the organization that you have to find, understand, and present back to the organization.

Audience assumptions

You would be exceedingly lucky to have a good audience analysis in your hands at the start of
your assessment. On the other hand, you would be in a very strange organization, indeed, if there
were not a tremendous amount of raw material that you could use to begin a good audience
analysis. Any marketing or public relations group worth its budget will have a lot of information
about the organization's customers, constituents, members, or whatever else audiences may be
called. If some or all of your audiences are internal staff, then the human resources department is
the place to go for the divisions and groupings that matter.

I'll stress again that this is raw material, but at this point, raw material is all you need. Your
purpose is not to complete an audience analysis, but to see what the organization has to offer
when you do one later. Editorial groups are also storehouses of audience analysis. Although the
amount of written material might be sparse, you will find no lack of people who have thought
about audiences and have a very clear idea of who they address in their work. Finally, the people
in your organization that are in the most contact with audiences will have a lot of good, practical
input for you to put in the hopper with the more abstract definitions you will get from people who
think about, but do not actually talk to, audience members. As you work to uncover information
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about audiences, keep an eye out for key members of audience groups. Is there someone out
there who typifies a particular audience? Would that person be willing to talk to you, or even
consult with the project team, concerning what is best for her peer group?

Publication assumptions

All organizations create some set of publications (even if it is only internal information). To
implement a CMS successfully, you must decide which publications ought to be part of the
system and, then, how to subsume them into a CMS, where they can share content, functionality,
and design.

To begin this process, you can simply catalog the publications your organization produces that
might be part of the system. It is quite likely that each major publication your organization creates
comes from a different publication group. Each group is focused on a particular author group,
content set, and publication format. One group, for example, might produce case studies and
industry intelligence for sales support. Another group might produce documentation for post-sales
training. A third group might produce an internal newsletter that highlights recent advances and
best practices. Talk to the people in each of these groups to find out what content is in their
publication, how often it is produced, who receives it, and how it is delivered.

Just as important as understanding the structure of current publications is understanding the
structure and attitudes of publication groups. Find out how the groups are staffed, who does the
writing and other content creation, and who does the layout and other production tasks. How do
these groups feel about the idea of a CMS? Do they understand it? Do they support it? How do
they think it will impact their jobs? This sort of information will be crucial to you later as you
develop an approach to implementing the system.

Content assumptions

In the end, you will have to be very specific about the information you include in your CMS. To
start, however, you can cast a much wider net and find out what kinds of information are out there
in the organization and what sorts of information people are assuming will be included. As with
audience information, it is unlikely that anyone has created the definitive guide (eventually, you
will), but there should be an enormous amount of raw material in the organization. Rather than
trying to amass the whole bulk of information that might be included, focus on collecting
representative samples and any catalogs that might exist. Catalogs can be anything from official
content inventories to the TOCs and indexes of existing publications to a listing of the files in a
directory.

Tip
It isalmost lost wisdom that, at the DOS prompt, you can navigate to a directory and use the command
dir /s> filelist.txt to save into that directory afile called filelist.txt. The saved text file lists names and

details about all files and subdirectoriesin that directory. (Or, to just get alist of filenames with paths,
you can add the switch/b.)

Without a CMS, content and publications are pretty much the same thing. That is, the publications
contain the content that you will collect and manage. A group creating industry analyses now, for
example, will be creating the content and simultaneously publishing it (as, say, printed white
papers).

Just as important as creating a general content inventory is discovering the structure and
attitudes of the content groups. What staff and workflow do they use now? Do they use any
automation systems, templates, or style sheets? What kind of standards do they adhere to? Is
there an editorial guide? What are their assumptions about their audiences? How do these
groups feel about the idea of a CMS? Do they understand it? Do they support it? How do they
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think it will affect their jobs? This sort of information will be crucial to you later as you develop an
approach to implementing the system.

System assumptions

Eventually, you will need a thoroughgoing analysis and specification for the technological
structure of the CMS and for how it will interact with other organizational systems. To start,
however, a simple description of the requirements people have on their minds, and a listing of
existing systems, will do.

Especially in a large organization, there are likely to be a variety of conflicting requirements that
technical staff would like to set for the CMS. Some groups already might have begun working with
a particular CMS and will want the entire organization simply to adopt theirs; other groups might
have a strong preference for one development environment over another. Still others will have
requirements based on a particular sort of content or publication that they want to create. People
concerned with the organization's infrastructure (the IT group, for example) will want any new
systems to tie into the existing network and Web systems.

Avoid adding to the debate at this point and simply record and categorize what you hear. Later,
you can spend the time it will take to reconcile these various opinions into the best fit for the
entire effort. From the very start, your best position is not as a combatant in the war of
requirements, but as a mediator and neutral provider of unbiased information.

For each system that you come across that might have to interact with the CMS, find out how it is
able to communicate with other applications. For example, is it able to exchange data using
XML? How does one connect to it? Is it accessible from a Web server outside the firewall?

Of particular interest is the Web infrastructure your organization uses. On what platform does
your Web presence run? What databases and application server software (if any) are in use?
What methods are there for moving information to the Web server (or servers)? How is content
replicated and distributed worldwide (if it is)?

Similarly, study the distribution of information in non-Web publications. How must print files be
delivered to the printer? How are mass e-mail messages and faxes distributed today? How are
publications that come in file form distributed internally?

Finally, gather what information you can on collection tools and processes now in use. What
authoring tools do groups use? Have they created any productivity tools? What development
skills do they possess and how have they been applied?

Taking Stock of the Deliverables

As you prepare your organization to begin a CMS project, you can prepare the following tangible
outputs to document your progress and provide a starting place for the rest of the process:

=z A readiness assessment gauges the organization's progress toward a CMS in a number of
key dimensions.

=« A document inventory catalogs all of the plans, memos, decisions, and other artifacts that
you can uncover about past and current CMS-related initiatives.

=& A state-of-the-system report summarizes your findings in an easily understood and
consumed form.

=2 An education plan identifies the people in the organization who need to know more about
content management and how and what you will attempt to teach them.

=z A preliminary project plan charts out the major phases of the coming project and broadly
estimates the amount of effort you expect each one to take.
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The readiness assessment

To my mind, the best place to start a CMS project is by getting a firm feel for what the
organization has accomplished so far. Such an assessment will give the project team an
immediate, action-oriented task. Go through the whole organization and find out what has been
done and what the current assumptions are.

In the process of assessing the current situation, the team will become acquainted with all of the
players and all of the significant documents. The people with whom you interact will get the
chance to assess you informally, and see that you are ready and interested in what they have to
offer. Conversely, you can assess the various organizational contributors and decide what offers
are worth following up on. If you do this first job well, you will build an enormous amount of brand
equity for your CMS project team within the organization and will initiate just the relationships you
will need to continue and complete the project. Of course, the main reason for this task is to
uncover a lot of great information to be used in the coming project. | call this process a readiness
assessment.

The following parts of the readiness assessment should be no surprise to you if you have read
the first part of this white paper:

=« What mandate exists in the organization for the project now?

=« What audiences does the organization expect to serve and how well-developed is the
organization's approach to these people?

=z What publications does the organization expect to create and how suitable are they to a
CMS approach?

=« What content does the organization think it needs to deliver, and how well-known are its
guantity, structure, and use?

=z What system does the organization need or expect to be under the CMS? Are there well-
formed requirements or a variety of opinions?

If you do no more than ask yourself these questions, you will be ahead of most teams. If you go
out to the organization and collect and organize opinions and documents on all of these subjects,
you will have the start of a great project. And, in fact, that is a good method for doing the
assessment. Start with the project team. What do you know and believe about these subjects?
Who knows what you do not? What documents have you seen that mention any of these things?
Who would know if there are other documents? Who in the organization cares about any of these
subjects? What kind of people would care about them? Begin with what you know, and then
follow the trail you began to uncover the people and policies that bear on your subject matter. Try
to get beyond what the project team assumes, or has seen. In so doing, you will gain valuable
experience in how to engage the wider organization in the system you will later need them to
support, and to which you will need them to contribute.

You can also look at readiness from more of a project-completion standpoint, focusing on how far
the organization has gotten in defining the mandate, project requirements, publications, and
constructing a system, as shown in Figure 2.
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Mandate Goals & Logical | System | Specs | Prototypes | Pilot
Requirements | Design | Selection Projects

100%
Accepted

5%
Accepted
50%
Accepted

25%
Accepted

Figure 2: This chart shows at-a-glance how far the organization has gotten toward a CMS.

This chart combines general project milestones with general levels of completeness. The project
milestones are organized more or less in sequence so that early milestones are toward the left. At
the start of the project, you hope for a profile somewhat like the one shown. The most work has
been accomplished on the early milestones and the later ones have not been started.

Unfortunately, as often as not, the profile is much less regular. It is common, for example, for the
organization to have gotten quite far in system selection before even beginning on a mandate. A

chart like this can help you get an early snapshot of the areas that are overdeveloped and those

where the most early effort is needed.

Document inventory and analysis

Some organizations have a tremendous amount of documentation hanging around from previous
electronic publication efforts. Other organizations have very little. In either case, it is worth your
while to become the central repository for all such documents, to become very familiar with their
contents, and to know how they relate to the current effort. As you make your way through the
organization, look for these sorts of documents:

=« Requirements documents

=& Specifications

&« Lists of content in spreadsheets and documents

& Site maps

=& Policy statements and other memos that show the intent of the organization

== Presentations and demonstrations of concepts

== Vendor evaluations

= Proof-of-concept projects and their documentation

&2 Audience analyses in their various forms (market studies, focus group reports, and so on).
=& Strategic direction reports

== Competitive analyses

=z Publication process documentation from the various groups that might participate in the CMS
=& Publication design documents and illustrations

=& Marketing strategy documents

=« Usability studies and user interface documentation
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= Lists of organizational resources, products, assets, or any other documentation that might
help you create metadata lists later on (typically, at least some sorts of product or service
taxonomies exist)

== Tables of contents and indexes from any potential publications or content sources
=& Any other artifact that looks like it might bear on the CMS

I'd be very surprised if you did not come up with a wealth of information if you really look. A
thorough document inventory provides you with an enormous resource. First, it gets you familiar
with where the organization has been, who proposed what, and what the outcome was. You will
have a tremendous advantage over most people you will encounter, who will have vague,
secondhand knowledge of what has been tried, but nonetheless will be willing to base strong
opinions on it. The more obvious benefits are that you will be able to leverage a lot of this
information toward your effort, will meet all the right people in your search for these documents,
and will not have to repeat the mistakes of others.

The effort of a document inventory also pays for itself in the feeling you get that you know what
went wrong and what went right in the past and, so, can better design the future.

| suggest that you ultimately organize your inventory based on the part of the CMS that each
document bears on, but that you start much more simply. For example, you might first start simply
by gathering and perusing each document. Classify them in a spreadsheet by source, filename,
and date. Add a note column for contents.

As you make your way through the mounds of information that you collect, you can begin to
categorize them by the readiness categories: mandate, audiences, content, publications, or
system infrastructure. Alternatively, you can use the project completion categories | outlined in
the preceding section. | don't think it is worth the effort to go much further in categorizing these
documents. For one thing, it is enough of a struggle getting them to fit into the few categories that
I mentioned. For another thing, one document will often totally cross your boundaries. If you can
spare the effort, you can pivot your spreadsheet and list the major CMS categories and, then, cite
the parts of each document that bear on each issue.

Your team ought to become pretty familiar with the key documents that you unearth. You might
be surprised at how handy it is to be able to refer, off the top of your head, to the right official
document to underscore a point.

The "State-of-the-Content System" Report

After a week or two of research, you ought to be able to say something definitive about the
current state of content management in your organization. You can make your research public in
a "State-of-the-Content System" report. The point of the report is not to show solutions, but rather
to do the following:

= Educate. Simply by laying out the organization's knowledge using the categories and terms
of your analysis, you can do a lot of education. Understand that this report is the first that
many people will have ever seen of a content management approach. Be sure it helps to
frame the issues from a content management perspective and shows why these categories
are helpful in starting to frame a solution.

& Provide the first stage of consensus. Send the report first to the people with whom you
worked to gather information. Do they agree with the way you represented them? Did you
miss anything? What did they think of the stuff others provided that is similar to, or different
from, their opinions and information? By doing this, you can gauge the intensity of the coming
process. If people are so polarized that they cannot even agree on what the situation is now,
then you have a long way to go to get them to agree to what should be! On the other hand, if
there is no profound disagreement in the report, or if those in disagreement see some validity
in each other's positions, you are set to drive to consensus on a solution.
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== Position the CMS project team as the central point of contact and expertise on the
system. It is not unlikely that, even while you conduct your research, other groups and
individuals are questioning your authority to be leading this effort. Or, more benignly, they are
simply wondering what you are up to and how much they should support you. If your first
report is authoritative, well-constructed, complete, and compelling, you at least will have
seized the initiative and, at most, secured it.

=z Provide a platform on which to build the rest of the project. The information you gathered
ought to provide a bounty of ideas and discussions for how to move forward. You ought to
have discovered the low-hanging fruit as well as the key stumbling blocks to moving forward.
You should have ample input for the next stage of the project: building a project mandate.

=« Relate the project to the existing efforts. You can include enough of your document
inventory in the report to show that you have done your homework and that the assessment
you have made relates directly to the organization's key policy and design documents.

You can choose your own format for the report. You will be well-served, however, if the document
contains some explanation of the process and its goals, as well as a section for each of the parts
of the analysis.

The education plan

Your "State-of-the-Content System" report can help educate people concerning the current
situation in your organization. Given the analysis you have performed, you can also take a more
direct approach to educating your organization on the ideas and methods of content
management. Your analysis ought to have shown you who the concerned parties are and what
they know. If you can identify the gaps in knowledge in your organization, then you can put
together a formal or informal plan to fill them.

This may seem like an optional move, but | don't believe it is. In an area as new as content
management, the lack of knowledge often presents itself as a lack of agreement. I've seen many
hour-long arguments end with "we are just using different words for the same thing." More
important, without a shared vocabulary and understanding of concepts, you cannot create
consensus. It is not that everyone needs to become a content management expert, but rather that
they must have the same basic idea of what content management is and what, for example, a
publication is.

The analysis you performed ought to give you all you need to design an education plan. Following
are some suggestions for how to go about it:

=z Include the people that do get it in your plan. It's really helpful to have these people assist
you in some way to educate their peers. This need not be a big-time commitment. Rather,
what you want is their moral support to help explain, uphold, and proliferate the set of
common words and concepts.

=z Find as many ways to educate as possible. Anything from one-on-one meetings to mass
e-mail messages can help get the organization wrapped around the new concepts. In
general, face-to-face meetings are better for education, but do not hesitate to create short
white papers, memos, and reports to spread the word quickly and effectively.

«e Don't imagine that you have all the right words and answers. Content management is not
a done deal. Even this white paper is just a bid by me to help define the content management
playing field. It is much more important to reach consensus on some set of words than to
have them be the words you would prefer. If there is anything that you should insist on, it is
that the words your organization adopts, to describe the problem and the solution, do more to
clarify than muddy the waters.
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=z Find the right message for the right person. For each of the significant players in your
organization, decide what exactly they do not understand and what the right approach to
teaching them is.

== Do not confuse education with propaganda. If your organization perceives that you are
using an education banner to slyly convince them to follow your agenda, they will neither
learn nor be convinced. Instead, create a separate forum, where the merits of particular
approaches can be debated. It is a big enough task simply to get the parts of the organization
to agree to a definition of the problem, without adding the mistrust involved by pushing for a
particular solution.

A preliminary project plan

Regardless of how much pressure you are feeling, this early in your project, you are not in a good
position to put together a project plan to which you can be held. Still, you are in a position to put
together the form of the plan, note any of the expectations people have for cost or schedule, and
get the project-plan process rolling.

You can, and should, revisit the project plan many times. The next time you visit, you can add a
lot of reality to it.

If you follow the process | lay out, your project will go through the stages I laid out earlier in this
white paper (shown in Figure 1).

You might want to engage a project manager and use an official project-planning tool, or you
might want to be a bit more informal. In either case, consider including the following information in
your plan for each stage of the project:

=z Completion: Include any assumptions you have found for how complete people think that
the stage is, plus your own estimate of the same.

=z Cost and time: Include any assumptions you have found for the cost and schedule that is
expected for this stage. Include your own estimates of the same, or your reasons for
believing that it is too early to say. If it is too early, indicate what needs to be known to better
fix the price or timeframe.

=& Deliverables: Again, include others' assumptions and your own ideas. | have listed
deliverables for all stages in other chapters. Use these or create your own.

=& Staffing: Include whatever anyone has suggested about how to staff the effort.
Tip
If you do use aformal approach to project planning, then be sure you clearly communicate that thisisa

preliminary plan. Asany graphic designer will tell you, "If your preliminary effort looks too
professional and clean, people will mistakeit for what you really intend to do!"

A risk assessment

At this point in the project, you will have proceeded far enough to start assessing potential risks.
Admittedly, these risks will mostly be the risks that bad organizational processes introduce, but
they are project risks nonetheless.

Tip
Y ou may not want to call people risks, even though they often are. Try phrasing your risk in ageneral
enough way that it can't be assigned to a particular person.

If you don't have your own favorite format for risks, a simple table like this one will probably do:
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Risk Impact Probability Score Mitigation

where
& The risk column names the risk.

=& The impact column rates how bad the consequences will be if the risk actually occurs. You
can choose whatever scale will give you enough of a range to differentiate the various risks.

=& The probability column rates how likely the risk is to occur. A scale of 0 to 100 percent is
reasonable here.

&z The score column multiplies the impact by the probability to come up with an overall score
for the weight of this risk.

=z The mitigation column explains what you are doing to make sure the risk does not occur
and what you will do to recover if it does occur.

Summary

The effort you put in up-front to understand where your organization has been, who the players
have been, and what they have accomplished so far will be handsomely rewarded throughout the
rest of your project. In fact, whether or not there is a project might depend largely on how well you
can fit it into these parent efforts. Even if you do so more casually than | describe, don't neglect to
do the following:

== Assess the knowledge of your project team (if you have one).
& Find the major pain spots in the organization.
=z Discover what sort of mandate exists for your effort.

== Assess the assumptions that the organization has now for the CMS audiences, publications,
content, and systems.

=& Develop a knowledge base of relevant documents, be able to say how far the organization
has gotten in any previous CMS-like efforts, know who needs more education and how you
will help them get it, and be able to roughly estimate the project before you.

If you do all of this, then the only reasons you still might not get a project going are a
dysfunctional organization, or the fact that a CMS is simply not needed in your organization yet.
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