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

—Peter Drucker, Peaple and Performance!

Managing information development has never been simple.
Information-development organizations are frequently orphans
looking for a permanent home. In many high-tech companies,
information developers work within the product development
structure, reporting either to product teams or other business
units or to a central development organization. In other compa-
nies, information developers report to more senior managers

in marketing, marketing communications, operations, or cus-
tomer support and service. In service-oriented companies and
nonprofit organizations, information developers report into
diverse management structures, often associated with human-
resources management or operations. In many of these struc-
tures, senior managers have little knowledge, and sometimes
little interest, in what information developers contribute to the
organization or what they might contribute, given an effective
managerial direction.

1 Peter F. Drucker. People and Performance. Burlington, MA: Butterworth-Heinemann,
New edition, 1995.
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Despite the difficulties they face in winning respect and appreciation, information-
development managers are generally quite adept at focusing on the details of developing
publications and meeting deadlines. I often hear managers say that they never miss a
deadline. They believe in the necessity of getting the in formation products out the door,
usually on the same schedule that products are released. Meeting development schedules
requires a devotion to project management, especially the task of estimating and staffing
each project so that it is done on time and with the level of quality demanded by the cus-
tomers and the organization.

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

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

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

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

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

e Pracices T Tnformafion
Development Management

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

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

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

+  Understanding your many roles as an information-development manager
+  Recognizing the need to build a mature organization

¢ Developing an information-management strategy
&

Ensuring that your projects are managed efficiently and effectively

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

7 Best Practice—Understanding your many roles as an
& information-development manager

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

In 1994, in Managing Your Documentation Projects (Wiley 1994), T divided the roles into
four critical areas. They are as relevant today as they were at that time with a bit of
modification.
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Your four key roles, illustrated in Figure 1-1, are

+ communicator
¥ resource manager
+ leader

¥ visionary

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

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

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

As a leader, you need to be thoroughly engaged with your team members and under-
stand their activities. You cannot stand on the sidelines as an administrator but must be
involved in designing and implementing effective processes, information architectures,
and tools. You must know how your customers think and learn so that you can guide
your team to meet their needs with new ideas and best practices.



































































