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  A content management strategy sets the philosophy and direction for the enterprise's use of content.  For management, it demonstrates content's impact on business processes and contribution to the bottom line. 

  In today's rapid and continuous change and global environments, successful content management demands information that flows automatically, and just in time, to the relevant end-user. Managing this just-in-time information process is one critical component of successful knowledge management. A second critical component is the alignment of these just-in-time information flows with the requirements of business units and end-users. Failure to become focused on the business units and end-users yields a poor return on content and information technology (IT) investments. It also leaves the enterprise vulnerable to competitors that understand how to align content with their business processes and objectives. 

  As we enter this new era of networked information and collaboration, leveraging content for competitive advantage will become a priority that requires an enterprise response. 

  As a result, successful content managers will develop a content management strategy (CMS) that yields these benefits: 

  * Maximized return on content and technology expenditures 

  * Content strategies that are relevant to business unit needs and requirements 

  * Ability to monitor the success or failure of specific strategies 

  * Identifiable return -on - investment (ROD to upper management 

  * Higher level of competitive competencies 

  * Foundation for knowledge management initiatives 

  THE CONTENT MANAGEMENT STRATEGY 

  The intent of the CMS is to spell out or everyone in the enterprise how content is to be used. For example, how will content be integrated with knowledge management strategies? What will be the role of a CMS for current awareness? How will content be leveraged to gain competitive advantage? The goal is to gain unity of purpose to deliver maximum payoff from the content investment. Therefore, the CMS for an enterprise should lay out the philosophy and direction for future content use. It must consider the organization's environment, what forces and changes are ahead, and what broad strategy to pursue regarding content. It must also determine the degree of change required from the current vision for content to prepare a revised vision. This strategy should be the result of a joint effort between content managers (i.e., the IRC, IS, and Internet/intranet administrators) and the individual business units. 

  Here is a suggested CMS outline: 

  The Current Situation 

  * Characteristics of a particular industry (e.g., change, growth, service, cost, and competitive environment) 

  * Our position, business strategy, and values 

  * Our current CMS: 

  Spending levels 

  Dependence on content 

  Use of content for competitive advantage 

  Current capabilities (e.g., status, successes, and failures) and future (if we continue on present course) 

  The Expanded Vision 

  * Identification of new forces, drivers and needs: 

  External (e.g., regulatory, competitive, and customer relationship management) 

  Internal (e.g., knowledge management initiatives and acquisition opportunities) 

  * Need for change in CMS Focus on business strategy and content access 

  * Desired future Management processes (e.g., alignment, business sponsors, and planning) 

  Technology (e.g., interoperability and low support cost) 

  Personnel (e.g., skills development, and retention) 

  User "empowerment" (e.g., knowledge desktops and knowledge mapping) 

  * Degree of change this represents for the enterprise 

  Content Strategies (examples) 

  * Business -focused: Initiatives for growing business value--revenue growth, speed of cycles, and profit 

  * Technology-focused: Knowledge desktops or "push" delivery capabilities 

  * Skills-focused: Continuous training requirements or the outsourcing of routine work 

  * Management-focused: Relationship management for opportunity search, updated governance, service-level agreements, cost allocation, and service management processes 

  Bottom line, the CMS document should tell a story about the enterprise direction and the enabling content strategy that management can value in its own terms. The CMS should identify any shift in strategy or whether the strategy is a continuation of the present course. It can be conservative in some areas and progressive in others, thus demonstrating an understanding of the present needs and capabilities but creating a leadership vision for innovation. 

  THE TACTICAL PLAN: PUTTING THE CMS INTO ACTION 

  Once the CMS has been created and agreed upon, a tactical plan must be developed. This may be a second part of the CMS or it may be a separate document. Its goal is to link the general content management strategy with specific endeavors. It should define and spell out: 

  1) The initiatives being pursued 

  2) What projects are funded 

  3) At what costs 

  4) Over what period of time 

  (The rationale and the payback for these projects should be included. The focus is on how to achieve the maximum enterprise benefit from the adoption of the CMS.) 

For most enterprises, a CMS document, and the follow-up content strategic plan, are quite rare. Together they reveal the reasons for specific investment choices. For the enterprise, this greatly increases the odds of gaining competitive advantage through the application of content management strategies. For the content management organizations (i.e., IRC and IS), these two documents create tangible evidence for demonstrating value to the enterprise 

  THE CONTENT STRATEGIC PLAN: A FRAMEWORK 

  The classical content of a strategic plan includes: 

  1) A vision (where to go) 

  2) The strategy (how to get there) 

  3) The implementation (what to do) 

  For content the implementation should include initiatives and corresponding projects, whether for technology investments, organizational improvements, or better management processes. To avoid scattering efforts with little satisfactory progress or no achievement at all, the number of initiatives should be few. 

  Vision: The process starts with the vision for content within the future of the enterprise. This is driven by the business purpose and how content is viewed. The vision can have two dimensions, one is business activities or tasks (such as how an R&D department works with competitive or market intelligence), the other is the capability of a content-enabled technology (such as initiatives for high relevance/high priority content "pushed" to end-users). 

  Strategy: The strategy step determines how to move towards the vision. This includes restating the relevant goals and needs based on the vision, establishing the "as is" or the current status, and  understanding the available resources to be allocated. The strategy or "how" step lays out the broad directions or themes that will produce the best results--such as consolidation of content platforms, adoption of standards (e.g., uniform knowledge desktop), a focus on business value, or selective outsourcing. 

  Implementation: The implementation step determines the initiatives and projects that will be funded and why. The various alternatives and requests must be examined for their merit. Mandatory outlays are recognized. For new payoff opportunities, criteria must be used for selection, such as return on investment, business strategy impact, and risk. Separate cases are made for 1) new business applications or upgrades, and 2) the required infrastructure to support those applications or increases in capacity or reliability. It is in the business alternatives portion that analysis should include the use of applications portfolio analysis (APA). APA provides a good management framework for the best allocation of content resources in a way that can make sense to those who oversee content management (Note 1). In addition, the analysis must also consider the issue of unpredictability of technology and apply the concept of "flexible commitments" as well (Note 2).

  The description of the initiatives and why they were chosen is the primary part that needs to be documented for the reader. 

  TIMING 

  Another issue is the timing of the plan preparation. Given the pace of change, enterprises are moving toward "continuous planning" in place of the annual plan. This means that the available resources are not necessarily fully allocated at the beginning of the year. Project status and opportunities are reviewed every three or four months, and changes may be made and additional projects funded at that time to complete the year's development program. Situational planning, "or responding appropriately to new situations that arise," is also growing in popularity as another approach. 

  SUMMARY 

  The intent of the enterprise content management strategy (CMS) is to spell out for everyone in the organization how content is expected to be used within the enterprise. The document outlines in general terms both the current "state of enterprise content management," as well as a vision for the direction of content management within the enterprise. 

  Based on business needs, the content strategic plan should include how to proceed toward the future and the initiatives (both business and infrastructure) that will be launched as a result. The cost and payback should be included so that everyone can understand what is ahead and why the initiatives were chosen. For the enterprise, this strategic plan helps to insure best alignment of content with business requirements. For content managers, the plan provides tangible evidence of their enterprise strategic value. 

  [Ed would like to acknowledge the contribution of his colleague at Gartner Group, William Rosser, Vice President and Research Director, in the writing of this article.] 

  NOTES 

  NOTE 1: Definition of Portfolio Analysis--Applications portfolio analysis is a tool to divide existing and proposed applications into three categories (utility, enhancement, and frontier) based on the degree to which they contribute to the enterprise's performance. The utility category is essential but does not enhance the corporate performance (e.g., records management), the enhancement category does improve the enterprise performance based on the use of content (e.g., market intelligence), and the frontier category is aimed at greatly improving the enterprise performance (e.g., through aggressive use of knowledge management), but usually with substantial risk. The management issues for each category are, respectively, cost, opportunity identification, and innovation. The planning process should consider the best balance among the three categories for optimal future performance and gaining the appropriate value from the application of content. 

  NOTE 2: Definition of Flexible Commitments--The concept of "flexible commitments" is a strategic perspective that is appropriate considering the high degree of uncertainty regarding the selection of the right technology, or product in the future (e.g., which browser will become dominant?). A choice must be made from a practical viewpoint, with the realization that at some time that commitment may have to be abandoned in favor of a more successful alternative (such as HTML in place of Lotus Notes-based content). Flexible commitments keep as many bridges available as possible and get the timing right to cost the least in total outlay. Where the choice is no longer in question--such as Windows today--this is much less of an issue. 

  Editor's Note: With great regret, this will be Ed's last Successful Manager column. He has become the editor of Gartner's Web-based Information Technology Journal, which removes him from the direct contact and experience with IRCs that has enabled him to write this column. If you would like to contribute a guest column for The Successful Manager, please send me e-mail at ngarman@well.com. 

  Edward B. Stear is Senior Research Analyst, Information Resource and Content Management,  Gartner Group, Inc.
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