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Five Things Management Should
Consider When Restructuring

n today’s economy, some busi-

nesses are restructuring in or-

der to stay afloat. They must

decide if they can maintain a

satisfactory productivity level

with fewer employees, and
how to do so if necessary. Restructuring
also might include revisions to internal
processes to improve areas such as time
management, production output, and
defect/error levels; as with any compa-
ny and any process, there is always room
for improvement. When management
determines that a process is ineffective,
they may need to analyze, modify, and
implement changes to the company
structure as a whole.

This article presents ways in which
management might consider using docu-
mentation specialists when restructuring
internal processes. The parts of the prod-
uct development process that are pre-
sented are based on five specific areas:
¢ project and time management
¢ content and/or enterprise management
¢ user analysis
¢ design specifications
¢ usability testing

Documentation specialists have ex-
perience and training in these areas.
Companies should not overlook a valu-
able resource already present in the
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organization when making large- or
small-scale changes.

Project and Time Management

Many documentation specialists are
used to managing multiple projects at a
time. They typically have to track project
time at a granular (individual task) level,
often using a program such as Microsoft
Project. In many cases, a company could
benefitfrom other departments using this
same program. Statistics can be quickly
compiled among departments when ev-
eryone is working with the same program
and using a similar tracking structure.
This can save time when collecting data
and determining product release dates.
It also can help avoid mistakes from or
confusion between departments that use
different units of measurement or track-
ing methods.

One thing we have learned, however,
from studies conducted by others in the
field and from our own experience, is
that a company can track too granularly.
The process of gathering too many statis-
tics typically only achieves wasted time. If
you gather granular statistics with a few
failed projects (missed deadlines, fea-
tures pulled out to meet the deadline,
quality loss, etc.) and you continue with
the same tracking methods, then the sta-
tistics either did nothing to improve the
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process as a whole or they were not used
effectively to improve the process. It’s
important to determine if the statistics
you gathered were used in the best possi-
ble way or if the information wasn’t use-
ful at all. Once this analysis is complete,
you can modify the type of statistics to
be gathered for upcoming projects and
repeat these steps until you have an ef-
fective tracking process in place.

specialists
have project and time management ex-

Because documentation

perience and tracking skills, they can as-
sist in setting up a company-wide track-
ing system to decrease time for project
and product managers. Saving time
means that management not only re-
ceives up-to-date and accurate informa-
tion quicker, but it also allows additional
tasks to be completed by existing person-
nel. Managers then can focus on moving
forward instead of tracking the past.

Content and Enterprise Management

By definition, content management is
an established system designed to man-
age content within a specific area (i.e.,
website, documentation). Enterprise
management goes a step further in that
it is used to manage content within an
entire company. Implementing this type
of management system in your company

can increase your bottom line.
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If you gain buy-in from all depart-
ments to apply a new system, produc-
tivity will increase, time spent tracking
projects will decrease, and overall suc-
cess will follow. Here are just a few ben-
efits of moving to a content and/or en-
terprise management system:
® Easier to keep internal and external

documents current and consistent.

* Allows single-sourcing of content
among departments and/or projects.

* Ensures that everyone is viewing the
same, most-recent version of any com-
pany content.

Shifting your company to a content
or enterprise management system takes
effective planning and time to incor-
porate; however, the benefits gained
far offset the effort and time required
to implement the system. Your docu-
mentation team can assist with organiz-
ing content, setting up the structure,
documenting processes, and designing
a company intranet or other centrally
located method of communication.

User Analysis

One of the first things any good docu-
mentation specialist considers before
developing or revising an information
product is the audience. Because of
this, the documentation team can lend
insight into the process of effectively
analyzing your end users. If you do not
have a clear and defined understanding
of your end users, you might lose time
developing undesired products or fea-
tures. Or, you might develop a product
that is far from user-friendly.

For example, say you develop software
for the retail market. Your primary us-
ers are the salesperson on the floor and
management. In this case, if you focused
solely on the salesperson, you might
overlook key reporting features that are
vital to effective management decisions.
Alternately, if you focus too much on
management’s needs, you might devel-
op a product that decreases the salesper-
son’s productivity due to poor design.
Each audience has different needs from
the same product and, in order for the
product to be successful, the needs of
both groups must be met.

Not only can you take advantage of
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audience analysis skills to help you pin-
point the needs of your end users, but
you also can use them to ensure your
internal content management system
is set up in the most effective way. If
you are implementing a new system or
revamping an existing one, determin-
ing the needs of the departments that
access the content can help create the
most effective system. Get your docu-
mentation team involved in setting up
outlines or templates for user analysis.
After all, they do this nearly every day.

Design Specifications

Your documentation team is trained
to write clear and concise content for
their readers. What better place to make
sure the content is clear than in your
product specifications? Not only can the
writers develop effective, user-friendly
specification templates, they also can
lend assistance with the design process.

As previously mentioned, documenta-
tion specialists are familiar with analyz-
ing end users. Developing specifications
requires creating a design that is condu-
cive to different end users at different
times in the development process. For
example, the programmers, software
quality team, and documentation team
all need certain information from the
specifications and use them at differ-
ent, and sometimes overlapping, times
throughout the product lifecycle.

Technical writers are also trained in
visual design that is aesthetically pleas-
ing, userfriendly, and functional. Let
your documentation team review the
product specifications from the users’
perspective, and allow them to take part
in the overall design. Get their opinions
and insight into the visual effectiveness
of your document(s). In reviewing the
content, they can help resolve incon-
sistencies, unclear language, and inef-
fective design choices. It’s especially
important that everyone understands
the specifications the same way and that
there is no confusion about how a fea-
ture is supposed to function.

Usability Testing

Another part of the product develop-
ment process to which your documen-
tation team can contribute is usability
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testing. Usability testing is important in
ensuring the success of many business-
es. If a business continually produces
faulty products, they won’t be in busi-
ness long. Usability testing can help pre-
vent this by testing the product with end
users before it’s released to the public.
Conducting small-scale testing through-
out the development process can save
you big headaches at the end, or even
worse, after the release.

Because many documentation spe-
cialists have training and/or experience
in usability testing, they can be a great
internal resource. They can effectively
develop the usability testing materials
and facilitate or assist during the tests.
Because they understand the end user,
they can provide details as to how to test
the product and what to have partici-
pants do during the tests. Documenta-
tion specialists also can compile the raw
data gained from the tests into a com-
prehensive report.

Conclusion

In the end, the primary concern of a
company that is restructuring is improv-
ing the bottom line. From the five areas
addressed in this article, you can see
how your internal resources can prove
beneficial during this restructuring pro-
cess. After all, whether your company
needs to make changes in order to stay
in business or is looking to improve its
earnings, the more you can accomplish
in-house, the less money flows outside
the company. When you are looking to
restructure your development process,
meet with your documentation team be-
fore you hire costly individuals to assist
you. You might be pleasantly surprised
at the valuable resources you already
have on-site. ®
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