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“A good content strategist knows how to solve content problems. An excellent content strategist
knows how to identify the right problems to solve. What makes Meghan Casey an absolute super-
hero is that she’s seen just about every content problem there is, and she’s here to help you
navigate yours, one manageable step at a time.

The Content Strategy Toolkit is just that. It delivers practical, easy-to-use methods for breaking
down complexities at every stage of your content strategy journey. And reading it is like having
a conversation with Meghan—her writing is so personable, and her advice seems tailor-made
just for you.

Most importantly, this book bravely digs into what’s often at the root of most organizations’
content challenges: a lack of alignment on what matters and why. Once you get that alignment,
successful content follows. Sounds overly simple, but it’s true.

Whether you're tackling a one-time content project or gearing up for lasting cultural change, let
Meghan be your guide. I’'ve learned more from her than any other expert in the field.”

—Kristina Halvorson
Owner of Brain Traffic and the Confab and Button Conferences;
Author of Content Strategy for the Web

“I'm excited to replace the well-thumbed copy of Meghan’s book on my shelf with a brand-new
edition, with new chapters about content design and content playbooks, and a WEALTH of online
workshop activities! If you work in content strategy or content design, or you know someone
who does, you need this book.”

—Andy Welfle
Co-author, Writing Is Designing: Words and the User Experience

“When I moved from building an agency content team of two to leading an enterprise-sized
practice, the tools and templates in the first edition of Meghan’s book helped us standardize our
processes and work more effectively (and efficiently) with partners. This second edition goes deep
into three integral topics for content leaders—assembling cross-disciplinary teams, evaluating
processes, and building a content playbook. If you’re looking to build a new practice or retool
an existing one, this book will help you succeed.”

—Natalie Marie Dunbar
Author, From Solo to Scaled: Building a Sustainable Content Strategy Practice

“Meghan calls her book a toolkit and I cannot think of a more apt description. It’s a wildly useful
set of examples, techniques, and activities you can use immediately. I've been doing the content
strategy thing for many years and looking through her book still makes me go, ‘WHOA.””

—Keri Maijala
Content Design leader at LinkedIn and the second person Meghan followed on Twitter



“I don’t think I’ve ever come across a book as useful and helpful as this one. Meghan Casey’s
superpower is breaking down incredibly hard, complex work into clear methods and instruc-
tions you can put to use right away. If you're a content pro, you’ll find yourself coming back
again and again.”

—Michael Metz
Founder, Leading Like You and co-author,
Writing Is Designing: Words and the User Experience

“The Content Strategy Toolkit is on my shortlist of essential content design and strategy books
based on its sheer utility. If you’ve got a content problem and don’t know where to start, jump
into Meghan Casey’s book and you’re sure to find your starting point. The second edition includes
practical info to help you navigate even more content strategy challenges.”

—Kate Agena
PhD, content design and strategy leader at McAfee

“The path from content strategy to great, meaningful content can seem mysterious and daunting.
The first edition of The Content Strategy Toolkit was the road map we had been waiting for. The
second edition takes us even further. This book details every part of the process without being
overwhelming. Having a strategy is one thing, but making it a reality requires diligence. You’ll
be glad you have this toolkit with you for the long haul. It’s easy to overlook the organizational
change content strategy often requires, but this book covers all the messy practical realities in
a pleasant and organized fashion. If you want your content strategy to succeed in the real world,
buy this book now. And then we’ll all get to benefit from better content in the wild.”

—Erika Hall
Author of Just Enough Research and Conversational Design and co-founder of Mule Design

“Meghan’s only gone and done it again. The magic of The Content Strategy Toolkit is that it
makes the theoretical practical, and this edition takes that even further with ready-to-use digital
tools. The first book was a total must-have for every content and UX person’s bookshelf, and this
kit of excellence needs to be pride of place just next to it.”

—Candi Williams
Content Design Leader

“The first version of The Content Strategy Toolkit helped me show up as a pro early in my career.
Version 2’s enhanced focus on cross-functional collaboration makes it an even more practical
and tactical investment for anyone aspiring to grow as a content design and strategic leader.”

—Aladrian Goods
Content Design Manager, Intuit

“The Content Strategy Toolkit is a staple in the go-to library of content strategists the world over,
and for good reason. Through her extensive efforts, Meghan has synthesized multiple careers’
worth of experience into a single, referenceable utility that is focused on immediately actionable
learnings. It jump-starts the reader into productivity in the shortest possible time. It’s a strategic
buy for the aspiring or experienced content strategist.”

—Noz Urbina
Founder and Omnichannel Strategist, Urbina Consulting & OmnichannelX
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happened. Meghan has been working with content and communications since
1996, after receiving her Bachelor of Arts degree in writing from Concordia College.
She also holds a Master of Arts in nonprofit management from Hamline University.



INTRODUCTION

Hi. I'm glad you picked up this book. I wrote the first edition because I had often
wished for a playbook to help me solve my clients’ content problems. There is a
ton of great stuff out there, but I wanted it all in one place.

Ishould probably level set how I think about content strategy. This tried-and-true
definition is still a go-to when I’m talking with people who already kinda get it.

“Content strategy plans for the creation, publication, and governance of useful,
usable content.”

—Kristina Halvorson
President of Brain Traffic and author of Content Strategy for the Web

When I'm talking with people outside the various digital disciplines (like my
clients’ stakeholders or my brother Bill), I’ll often say something like:

Content strategy helps organizations provide the right content, to the right people,
at the right times, for the right reasons.

“For the right reasons” is the most important phrase in that definition. Without
clarity about the why—the purpose—it’s almost impossible to meet user needs
or achieve business goals. Content strategy defines content purpose, and then
guides planning for the creation, distribution, and maintenance of that content.

I’'m still a fan of the original content strategy “quad” introduced by Brain Traffic
way back in 2009:

Substance

Content
Content Strategy

o
o
-]
=2
o

Structure

©BRAIN TRAFFIC
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While Brain Traffic has updated the quad a couple times since then, I still think it
makes sense in the context of this book. It binds together everything that goes into
creating successful content experiences with the content purpose at the center.

Surrounding the content purpose are four quadrants:

Substance defines what content the organization should produce, how it
should sound, and why it’s meaningful or relevant to users.

Structure refers to how content is organized and displayed so users can find
and use the content they need.

Workflow is how content flows through the organization—from ideation to
distribution to ongoing maintenance.

Governance details how the organization makes decisions about content to
ensure that it’s on-strategy.

As you work your way through The Content Strategy Toolkit, keep in mind that
this book is not meant to tell you everything you should do on your project and
how to do it—although it just might work out that way. It does offer you some
proven instruction, tools, and templates that you can use as is or adapt for your
needs. Some of the tools in the kit are going to apply to your situation, and some
aren’t. Some might apply, but only if you tweak them based on your own experi-
ence and situation. Please tweak them freely! And share how you tweaked them!
And maybe even write the next book!

WHY A SECOND EDITION?

A couple years ago, my acquisitions editor Laura Norman asked me if I wanted
to write a second edition. At that time, I didn’t think I had anything new to say.
So I declined and went about my business.

But the more I thought about it, the more I realized I did have more to say. As the
field evolves, so does my practice. As I have taken on new types of projects and
collaborated with new people, my content strategy horizons have expanded. (I
mean, [ never would have thought two years ago that one of my favorite parts of
my job would be collaborating with back-end developers on content modeling.
But it is!)

So, what’s new? Along with refreshes of content from the first edition, there’s a
bunch of new stuff, including:

A new chapter about assembling your cross-discipline team

A new chapter on preparing your organization for content-related change
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A whole section on content design versus one chapter
A new chapter on building a content playbook
Some new tools like the Content Operations Assessment Guide

Workshop exercises, some old and some new, that you can immediately use
in Miro or Mural

An extensive Airtable database with so many tabs (thanks to my friend and
colleague Jane Newman for collaborating on this!)

I’'m really geeked. And I hope you are, too!

WHO THIS BOOK IS FOR

It’s for you! Seriously, if you picked up this book, chances are good you are:
An aspiring content strategist
An experienced content strategist who’s always learning
A manager building a content strategy team

A designer, developer, marketer, or communicator who wants to make content
strategy a part of your process

A project manager who will be working with a content strategist for the first
time and wants to understand what it is we do and how to build it into their
project plan

An educator teaching a class on digital design and content

A family member or friend who doesn’t know what the heck I do, but is proud
of me for writing a book

If you’re not on this list, that’s OK. You can still read it.

HOW TO USE THIS BOOK AND GET THE TOOLS

If you're new to content strategy or if you’re working on your first content strategy
project, I recommend you read the book sequentially. It can serve as a starting
playbook for your project (in fact, my friend and fellow content strategy practi-
tioner Scott Kubie suggested I call this edition The Content Strategy Playbook).
Just keep in mind that you may need to adapt or pivot.

For those of you who have a few content strategy projects under your belt, the
book can be an encyclopedia. You might reference it for ideas at specific times
in your project or for an idea from one of the included tools.
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As you’re reading or flipping through the book, you’ll notice some hints and tips.
An explanation for each is included in these examples:

These usually provide you with information on
where to find additional resources or other things you might
consider.

These provide information to help you with the
current task (tips-of-the-trade if you will).

Text that appears in angle brackets and in italics is a placeholder used to demon-
strate a concept. Here’s an example: You assume that <company> will complete
the site inventory and that <agency> will use the inventory to conduct the audit.

Each chapter contains one or more tools with explanations related to how they
apply that chapter’s tasks. You can find them easily because the pages with tools
on them will stand out when you flip through the book. Here’s an example:

CONTENT ECOSYSTEM MAPPING GUIDE

Download the guide and spreadsheet/Airtable template to document your content proper-
ties and types and relevant details about them.

TIPS

Some of the stuff in Include everything you You might find content

Scott’s guide is more rel-
evant to the next chapter
on content processes.
Feel free to start docu-
menting it now.

WHERE TO GET IT

think might be relevant
(rather than leave some-
thing off).

Modify the information
you include to match your
project needs.

Download the spreadsheet at www.peachpit.com/register.

WHERE IT CAME FROM

that no one knows any-
thing about, which makes
you a hero in my book. If
you found it, their audi-
ences might too.

Scott Kubie (www.kubie.com) & Meghan Casey (www.dobettercontent.com)
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Or you can use the appendix to find which tools are in each chapter in case you
need a quick review.

You must register your purchase on peachpit.com in order to access the tools:
Go to www.peachpit.com/toolkit.
Sign in or create a new account.
Click Submit.
Answer the question as proof of purchase.

Click the Access Bonus Content link to download the Bonus Content from the
Registered Products tab on your Account page.

If you purchased a digital product directly from peachpit.com, your product will
already be registered.

ONE LAST THING

I don’t really have much more to say. It just seems rude to send you off with a set
of instructions.

So, let’s get started. Get comfy. Grab a cup of coffee or whatever else you’d
like to drink. Find some sticky notes and a highlighter. Keep your computer handy
to download any must-have-right-now tools. (Hmmm, this is sounding like a set
of instructions.)

Most of all, enjoy!


http://peachpit.com
http://www.peachpit.com/toolkit
http://peachpit.com
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CHAPTER 6

UNDERSTAND YOUR
BUSINESS ENVIRONMENT

I’'m wrapping up a project with a client that has a very complex product
architecture, especially compared with their competitors. Things that are
features of competitors’ products are products unto themselves with sepa-
rate subscriptions. It’s really confusing. And my colleague and | have asked
a lot of questions to make sense of it all.

Some of the stakeholders don’t understand why the folks working on the
content would care.. .. we have to figure out how to organize and write about
the products, right? Turns out, it matters quite a lot. Oftentimes, those of us
who create content or build the experiences in which content is the central
focus don’t get the opportunity to ask such questions. And that missed
opportunity is part of the reason our websites, applications, and so on are

in such rough shape.

To make strategic recommendations about content, you must understand
the business. If you don’t, you're more likely to recommend solutions that
don’t help the company achieve its business goals.



74

THE CONTENT STRATEGY TOOLKIT

I’'m not saying you need to run out and get an MBA. I am saying you need to under-
stand (among other things) how companies or clients make and spend money;
what guides those decisions; who they are trying to reach with their product,
services, or offerings; how their products, services, or offerings have evolved; what
requirements or constraints influence their operations; how they are perceived
in the marketplace; how they are different or better than their competitors; and
what outside influences have an effect on their business decisions.

Let’s dig in to how you can gather, synthesize, and analyze all these things!

Soyeah, it’s a little bit like an inquest or investigation. And that sounds complex
and complicated and tedious. It can be. If you’re on the inside, however, you're
already well informed, but you need to validate and fill gaps in knowledge. If
you're a consultant coming in, your learning curve is probably steeper. Either
way, what fun!

I separate what I want to learn about the business into two categories: internal
factors and external factors. You don’t have to think of it that way, but that’s how
these next sections are organized. Another useful model I've found is the Business
Model Canvas from Strategyzer (formerly the Business Model Generation)—see
the Content Strategy Tool 6.1 for more details.

INTERNAL FACTORS

Internal factors are what a business can realistically control. The business’s
decisions and actions may be influenced by something outside its control, but it
ultimately has a choice in how to respond to those outside influences.

I organize internal factors into five groups: direction, offerings, customers, revenue,
and expenditures. You might think about these factors differently, and that’s OK.
The point is to make sure you gather enough information about the business to
feel confident in your content strategy recommendations.
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THE BUSINESS MODEL CANVAS

Download my content-focused version of The Business Model Canvas to start pulling
together information about how your company makes and spends money.

TIPS
Stick the canvas in Miro, Make the template can- Pass it around to your
Mural, or a digital white- vas your own by including team and other stake-
board tool of your choice additional or different holders to fill out, and
to start gathering infor- information that makes then analyze whether
mation as you uncover it. sense for your project. everyone has the same

understanding of your
business model.

WHERE TO GET IT

Download the canvas at www.peachpit.com/register, or download it directly from
http://strategyzer.com.

WHERE IT CAME FROM

Strategyzer (http://strategyzer.com) for the base template; Meghan Casey
(www.dobettercontent.com) for the content edition

DIRECTION

The Direction category is all about what the company or organization is priori-
tizing currently. This category has a lot of overlap with the other categories. I'm
including it in the second edition because I kept adding direction as a separate
category while synthesizing all my insights on projects.

Why does the company or organization exist?
What are the company’s or organization’s short- and long-term goals?
What strategies have been defined to achieve them?

Is there clarity about the desired objectives or outcomes for those goals
and strategies?
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What projects and larger efforts are underway to help achieve short- and
long-term goals?

Does the project you're working on tie in with other projects and efforts?
Where is the company or organization investing in hiring and capabilities?

Does the company’s budget reflect the stated strategies, goals, and desired
outcomes?

For a great, easy-to-understand primer on
vision, mission, goals, strategy, and objectives, head over to
www.braintraffic.com/insights/what-is-strategy-and-why-should-
you-care and read Kristina Halvorson’s article “What Is Strategy
(and Why Should You Care)?”

OFFERINGS

The Offerings category refers to the products, services, or other commodities
(such as news for a media outlet) that the company or organization offers to its
customers or clients. To clarify, customers or clients include people who receive
offerings at no cost or a reduced cost from a nonprofit or government organization.

What products, services, or other commodities do you offer?

What’s the history behind each offering (for example, how long has it been
available, and why did you choose to offer it)?

What is the offering life cycle like (for example, how long is an offering available,
and what determines whether to continue it)?

What marketplace need do your offerings fill?

How would you describe the value proposition for each of your offerings?
How often do you create new offerings?

How do you decide what new offerings to provide?

What’s the typical time to market (for example, how long does it take for an
idea to become a reality) for your offerings?

What goals have you set around your offerings for the next year?


http://www.braintraf$$$�c.com/insights/what-is-strategy-and-why-should-you-care
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CUSTOMERS

The Customers category includes people who currently use the products, services,
and other commodities you offer and people who you’d like to use your offerings.
Customers fall under internal and external factors (more on this later). As an
internal factor, this is about who the company or organization has chosen as its
target customer.

How do you describe your target customer?

What segments (which are typically based on demographics or other data,
such as income level, geography, gender, education, dollars spent, frequency
of using your service, ethnicity, and so on) do your customers fall into?

How big are your current and prospective customer bases?
How would you prioritize your customer segments?
What customer problems do your offerings solve?

How do you interact with and provide information to your current and pro-
spective customers?

What goals have you set for customer acquisition and retention for the next year?

REVENUE

For businesses and some nonprofit organizations, revenue comes from selling
their offerings. Other nonprofits and organizations get revenue through donations,
grants, association fees (which usually come with some offerings), and so on.

How do you sell your offerings (direct to consumer, business to business,
and so on)?

Through what channels do you sell your offerings (point of purchase or service,
online, telemarketing, and so on)?

In what markets do you sell your offerings, and how do you prioritize them?

If you sell through multiple channels, which are the most successful and which
are your priority (for example, do you attract more visitors to your website
versus a social media account, or is your target audience more likely to use
your mobile app versus your .com site)?

How do you prepare sales staff, associates, and so on to talk about your products?

Do you get any post-sale revenue (royalties, service contracts, and so on)?
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What is the sales cycle like for your offerings (for example, how long does it
typically take, and what steps are involved from lead to sale)?

What do you know about why prospective customers choose (or don’t choose)
your offerings?

What ratio of leads converts to a sale?

What are your revenue goals in each sales channel for the next year?

EXPENDITURES

You must spend money to make money—or so the saying goes. That’s what I'm
talking about here—what investments does a company make or what costs does it
incur to support selling its offerings (or to support getting funding to offer them)?

What investments in technology, including your website, do you have planned?

How do you make decisions about technology investments or enhancements,
such as switching platforms or content management systems?

Do you want the content strategy recommendations to fit within any technology
restraints, or are you open to recommendations that might require a change
in technology?

How are sales professionals compensated?

What are your expenditures for providing customer support (for example, do
you use a call center vendor; do you maintain a knowledge center)?

On average, how much do you spend on each customer to get the sale and
provide support?

Have you set any business goals related to expenditures for the next year?

EXTERNAL FACTORS

External factors affect the business in ways that are, for the most part, out of its
control. In some cases, businesses or organizations influence these factors, just
as these factors influence the business. I put them in four categories: competitors;
legal, compliance, and regulations; trends and current events; and customers.
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COMPETITORS

A company or organization has competitors whether they think so or not. I've had
some clients tell me they are the only ones who do what they do, so they have
no competition. The truth is that even if your company is truly the only one in
its class, you are still competing—with companies who do similar things or for a
spot at the top of a customer’s go-to source of information on topic x.

Who do you see as your direct competitors for your products and services?
How are your direct competitors better or different than you?

Why do you think your prospective customers choose your competitors over you?
How do your competitors’ talk about their products, services, and other offerings?
What’s the state of their content?

Who is seen as an expert source of information about your industry and offerings?

Content Strategy Tool 6.2: Competitive Content Analysis Guidance and
Template is a new tool in this edition that gives you guidance and a template
for conducting an analysis of competitors’ content.

COMPETITIVE CONTENT ANALYSIS
GUIDANCE AND TEMPLATE

Download the instructions and templates for recording your observations (yep, there’s an
Airtable version) and reporting your findings.

TIPS
There’s value in looking Be clear up-front about Always include a set of
at direct competitors and what you will look at: opportunities or further
businesses/organizations their website, their social inquiries you recommend
whose approach to channels, their blog, or when you report your
content you admire some or all of the above. findings.
even if they don’t do
what you do.

WHERE TO GET IT

Download the interview guide at www.peachpit.com/register.

WHERE IT CAME FROM

Lots of people: Adrienne Smith (www.adrienneksmith.com), Meghan Casey
(www.dobettercontent.com) with Airtable support from Jane Newman
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LEGAL, COMPLIANCE, AND REGULATIONS

Most companies must follow some rules about what they can and cannot say or
about what they must provide to customers. Learn about these rules up-front
to avoid serious problems down the line. And building a relationship with the
internal legal and compliance folks early in your project is really helpful—you’ll
need them later.

What are the high-level rules about what you can and cannot say in your content?
What accessibility, readability, or other online standards must you adhere to?

What government laws or regulations affect what you offer and how you talk
about it?

What’s the process for making sure your content is compliant with any legal
or regulatory requirements?

Are laws or policies being discussed currently by lawmakers or government
agencies that could affect your current or future content?

What trademarks, service marks, copyrights, and so on do you have, and are
there guidelines for referencing them in your content?

TRENDS AND CURRENT EVENTS

Trends refer to external factors such as technological advancements, global markets,
and new occurrences that affect what you offer and why people need it. A good
example is that increases in digital hacking have led to the need for more secure
data servers. Current events are, well, current events, such as natural disasters
and elections, that affect customers’ attitudes and behaviors.

What’s going on in the industry that affects or might affect your business?

What changes in the business environment are you aware of that might affect
what you offer or how you position what you offer?

In what ways have current events, such as natural disasters, elections, celeb-
rity news, high-profile crimes, and so on, affected your business in the past?

What’s your process for updating positioning, content, and so on if a trend or
current event necessitates it?
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CUSTOMERS

When you think about customers as an internal factor, you're talking about

what the company or organization knows or believes about its target customer.

Sometimes, that’s all you’ll have to go on. But if you’re able, you can validate

the information with user research about users’ actual attitudes and behaviors.

Those are the external factors that affect your project. You’ll learn more about
user research in Chapter 7.

How do your prospective customers shop for or make decisions about your
products and services?

What or who influences your prospective customers’ decisions about the
products and services you offer?

What do your prospective and current customers care most about in the prod-
ucts or services you offer?

How do your prospective and current customers want to interact with you?
What kind of content do your prospective and current customers expect from you?

What is a typical customer life cycle like?

OK, you know what information you want to learn. Now what? The two main ways
to get that information are stakeholder interviews and documentation review.

INTERVIEWING STAKEHOLDERS

Use your stakeholder matrix and start setting up 30-minute to one-hour meetings
with each of your stakeholders. You may be tempted to interview some people
in groups to save time. I usually recommend against that approach because you
may not get the most straightforward answers. Use your best judgment. You can
always follow up with people later if you think they held back.
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The only preparation
| ever ask stake-
holders to do is to
make a list of any
documentation they
think Id find helpful.
And I never send full
interview questions
in advance. | don’t
want them to just
fill them out like a
survey, and | don’t
want them to come
in with canned
responses.

PLANNING THE INTERVIEWS

If you filled out your stakeholder matrix, you’ve made some good notes concerning
what topics to talk about with each stakeholder. With those notes as a reference,
send each stakeholder an email detailing what you hope to learn (at a high level)
and what they should do to prepare (which is usually nothing).

The stakeholder matrix is also a great starting point for putting together a
stakeholder discussion guide or checklist. I usually create a master interview
guide with questions on all the topics and then chop it up for each stakeholder,
depending on what makes the most sense to ask them. Content Strategy Tool 6.3
is an example discussion guide from Kim Goodwin, author of Designing for the
Digital Age (Wiley, 2009).

Before you jump in, consider how you want to structure the interview. The order
in which you ask your questions can make a huge difference.

STAKEHOLDER INTERVIEW GUIDE

Download the interview guide as a starting point for creating your own.

TIPS
Create a master stake- Include the goals of the Make the interview guide
holder guide to ensure interviews on all versions your own by breaking it
you've got all the topics as a reminder for yourself into topics or sections,
and questions covered. and as talking points adding or subtracting
Then, break it up for each when you kick off each questions, making
stakeholder or groups of interview. notes that prompt you,
similar stakeholders. or including the details

about each interviewee
(whatever you need for it
to be useful).

WHERE TO GET IT

Download the interview guide at www.peachpit.com/register.

WHERE IT CAME FROM
Kim Goodwin, Designing for the Digital Age (Wiley, 2009)
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STRUCTURING THE INTERVIEW

In its facilitation course, “Technology of Participation (ToP) Facilitation Methods,”
the Institute of Cultural Affairs recommends a technique known as the focused
conversation. The approach helps people facilitate group conversations.

I've also found the approach helpful in planning stakeholder interviews. It’s
composed of four types of questions: objective, reflective, interpretive, and
decisional. The first three apply more directly to stakeholder interviews. I won’t
cover the decisional type.

OBJECTIVE QUESTIONS

Objective questions are about revealing the facts and warming people up. They
should be questions that are easy to answer. Examples include:

What’s your role at company?
What do you know about this project?

What are your team’s top goals and objectives for this year?

REFLECTIVE QUESTIONS

Reflective questions are meant to elicit a more personal or emotional response from
the stakeholder. They add meaning and context to the facts. Examples include:

What’s the hardest part of your job?

What is the most important thing this project can do related to your work and
the work of your team?

What do you like and dislike about the content on the current website?

INTERPRETIVE QUESTIONS

Use interpretive questions that reveal the stakeholder’s view of issues outside
their role or team, such as the company at large, the industry, or the customers.
Examples include:

What do you think your customers expect from your website?
What will this project’s success mean for the company?

What do you think will be the biggest challenges for the company related
to this project?
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CONDUCTING THE INTERVIEWS

Iwon’t spend a ton of time here, but there are a few items I keep in mind or do as
part of the stakeholder interview process.

First, focus on listening. Avoid trying to fill silences. Resist the urge to jump in
with your own insight because you think it will make you sound smart. (I do
that. Don’t do that.) And avoid scurrying past a topic because at first it seems
the stakeholder doesn’t have much to say. Let the interviewee think. Some of the
best insights come after a long silence.

Second, whenever possible, have someone along who can take fairly verbatim notes
for you. Or record the conversation with a tool that provides transcripts. That’s
not to say you shouldn’t take any of your own notes. I almost always jot down a
few things that stood out to me. But it’s easier to have an authentic conversation
if you’re not trying to write down every word and facilitate the discussion.

And finally, pay close attention when stakeholders mention something or someone
you have not heard of before. I’ll often hear a name mentioned repeatedly, and
I immediately think hidden stakeholder! Or someone mentions a project that I
don’t think my client has any idea is happening and has a direct impact on the
work I'm doing. And sometimes, someone will mention something like the 2015
digital roadmap that I have not seen or heard about.

As soon as possible after each interview, write
up three to five key takeaways.

REVIEWING DOCUMENTATION

Reviewing documentation, such as strategy presentations, site analytics data,
creative briefs, organizational charts, brand guidelines, or user research reports,
often can seem quite aimless. Following the two-step process I've outlined can
help add some structure and order to your documentation review. Content
Strategy Tool 6.4 is an Airtable database (and spreadsheet) dubbed “Insights
Engine” that you can use to inventory the documents and record your insights.



CHAPTER 6: UNDERSTAND YOUR BUSINESS ENVIRONMENT 85

INSIGHTS ENGINE

Use the Insights Engine Airtable tables or spreadsheet to document insights gathered from
interviews and documentation.

TIPS
You can set up whatever Write in a professional Make sure you call the
topics you want. And manner so that you can source documents what
you may want to have share the document with your clients call them or
two topic columns in your client if needed or refer to them by filename
cases where you need even lift notes verbatim to avoid confusion regard-
a subtopic for better for your deliverables. ing the source of an
classification. insight.

WHERE TO GET IT

Get the Airtable version or spreadsheet version at www.peachpit.com/register.

WHERE IT CAME FROM

Meghan Casey, Brain Traffic (www.braintraffic.com)

INVENTORY THE DOCUMENTS

I usually start by making a list of the documents I’ve received from my client and
categorizing them by type. The types may vary by project but usually include

these standard ones: | always ask my
clients to send me
Strategy—Often these are presentations that outline what the company or a everything they think

department within the company is trying to achieve and the actions or projects /€Nt be refevant. /d
rather look at some-

it’s pursuing to do so. thing and decide |
don’t need it rather
than find out later |
usability testing data, personas, and customer demographic information. missed something
important.

User information—This includes items such as user or market research reports,

Analytics—Mostly, analytics relate to conversion rates, site visits, page views,
user paths on a website or application, and so on. Additional examples include
call center data and data around cost per sale.

People and process—Documents I might review in this category include
organizational charts and process maps for content planning, sourcing, creat-
ing, and publishing.

With those categories in mind, I have a better idea of what kind of information
I can expect to glean from each document. It’s also a good way to validate with
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You can use the
Insights Engine

for interview
takeaways and
insights, especially
if you plan to type
them anyway. Your
source is just the
person you talked
with. If you use the
Insights Engine for
recording, include
another column for
Source Type so you
can easily separate
interviews from
documents if you
need to.

your client or business partner that you have all the relevant information; see-
ing the spreadsheet might spark additional ideas for things you should review.

REVIEW AND RECORD

You can complete this process any way that works for you, such as creating print-
outs and highlighting key information. Maybe even color-code your highlights. A
method I've started using is one I learned from my former colleague Emily Schmittler.

I create a spreadsheet (now usually an Airtable) with the following columns:
Insight—What did I learn that was important?

Topic—What is the note about? (I tend to use the categories of information
described earlier in the “Define the Inquest” section.)

Source—What document did I get this insight from in the inventory?

Source category—What category (strategy, user information, analytics, people,
or process) is the source document from?

Then, I start going through my documents, usually a category at a time, and record
my insights as I go. I like this approach for a few reasons.

First, I don’t have to go back to a stack of scribbled, highlighted papers to find
that one bit of information I think I remember seeing. Second, I can share this
document in a way that’s easy for others working on the project to understand.
And third, if I make an assertion in a deliverable and my client asks me where I
got that information, I can find it on my spreadsheet.

Trust me, the Insights Engine will come in super handy when you’re putting all
you’ve learned and analyzed together to set up for strategic alignment. You’ll be
able to filter your insights to discover patterns. It’ll be awesome.

Wow. You’ve learned a lot about the business—so much that your head is probably
spinning. Do what you need to do to get your brain in gear for the next part of your
discovery process. Sometimes, I need to walk away for a day. Sometimes, I need
to immediately type up all my notes so I feel completely immersed. It’s up to you.

Next, you’ll find ways to learn all about the people who use the content you're
strategizing about. That includes digging deeper into the insights your stake-
holders already have and validating (or invalidating) what they think they know.



A (Anticipate) in DAISY Framework 65
Aalen,Ida 218
accessibility
discipline 41
and inclusivity 11
style guide 291
“accessible” heuristic 168
The Accidental Taxonomist 205
acronyms, style guide 289
action and clarity, organizing for
Activity Matrix Sample 53
Airtable database 8, 169
aligned autonomy 120
analysis capability 121
analytics
and instrumentation 42
metrics 167
Analytics Research Plan 12
analytics review  8-9
approve, decentralized approach 272
argument model 22
Atherton, Mike 236
attitudes and beliefs 89
audience, audit criteria 11
Audience Characteristics
exercise  140-141
audio/visual production
audit criteria 10-13
Audit Planning Tips and Templates 8
Audit Spreadsheet 113, 169
audit template workbook 296
audits. See content audits
author experience design capability = 122
authored versus reference 243

41, 44,122

back-end development discipline  43-44
backing, including in argument 22, 24
Baggs, Rebekah 182

Barker, Deane 236

145-149

behaviors, researching 9o
beliefs and attitudes 89
best practices  167-168
Brain Traffic
Process Assessment Guide 124
User Understanding Matrix 92
brainstorm, triggering 97
brand discipline 41
business analysis discipline 42
business environment
The Business Model Canvas 75
competitors 79
customers 80
Customers category 77
Direction category  75-76
Expenditures category 78
external factors  78-81
internal factors  74-78
legal, compliance, and regulations
Offerings category 76
Revenue category  77-78
reviewing documentation = 84-86
trends and current events 80
Business Goals and Content
Objectives 146
The Business Model Canvas  74-75, 298
business person, thinking like 18

calculating risks 2021

capabilities, assessing  121-124

centralized model, content
ownership

30,32, 34

271-272
champions
change
difficulties of 60-63
preparing for  63-68
change fatigue 61
change management discipline 43
checklists and feedback forms 283284
claim, including in argument ~ 22-23
clarity, audit criteria 11
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clarity and action, organizing for  145-149
“clear” heuristic = 168
CMS (content management system)
112, 125
collaboration and iteration =~ 129—131

Collaborative Design Studio Workshop
Plan 224,302
communication, team norm 53
“communicative” heuristic = 168
communities of practice  263—265
Competitive Content Analysis Guidance and
Template 79, 298
Competitors category, business 79
Compliance category, business 80
comprehension and readability, content
audits 118
concerns, researching 89
consult, centralized approach 273
content. See also prioritizing content
addressing wrongness of  7-10
analytics review 8
classifying  202—206
hypothesizing wrongnessof  6—9
page-level specifications  247-249
standards and guidance  277-279
user testing  8-9
“Content & Cash: The Value of Content
(Cape Town Edition)” 20
Content Assessment Hypotheses and
Methods 10
content audits  7-11, 113-118
content capabilities, assessing
content compass components
content compass scope
function 154
property 155
subset 156
content council, role of
content creation process

121-124
156—-161

260-262
281284
content creator training 285294
content design
capability 121
discipline 41, 44
content distribution discipline 43

content ecosystem
documenting details
making a list
mapping guide
overview 102
project scope examples 104
visualizing

content enablement

105-109
103-104
106-107, 299

107-109
122, 279
Content Engagement 148
content experience

Core Model  217-223
documenting  224-229
formulating  208-213
journey mapping  215-216
methodology details  231-233
pathway mapping  216-217
testing 229234

user journeys and pathways
Content Experience Documentation
Templates 302

213-217

Content for Cancer case study  218-223
content life cycle  257-258
content mapping 115, 250—251

Content Measurement Framework and
Scorecard Template 301
content modeling  242-246
“Content Modeling: The Translation Layer
Between Teams” 244
Content Modeling Tutorial for Content
Professionals 303
content operations  50-51
content ownership 271273
content performance, documenting 171
content playbook
feedback forms and checklists
maintenance process example
overview  276-279
process 281282
roles and responsibilities
style guide 285294
Content Playbook Outline and
Examples 304

283-284
284-285

280281

content priorities
documentation  187-189
search intent analysis  182-185



Top Tasks analysis ~ 179-182
topic sorting 186
two-question user survey  178-179
Content Prioritization Templates 301
content purpose
articulating  156-157
crafting  159-160
using  160-161
content snapshots
overview  109-110
website inventories  110-113
content specifications, page-level  247-249
Content Specifications Templates and Pair
Writing Resources 250, 303
content strategy
discipline 41, 44
and governance 256
implications for 149
Content Strategy for the Web 249
Content Strategy Tools
Audit Planning Tips and Templates
8, 296
The Business Model Canvas 75, 298
Collaborative Design Studio Workshop
Plan 224, 302
Competitive Content Analysis Guidance
and Template 79, 298
Content Ecosystem Mapping
Guide 106, 299
Content Experience Documentation
Templates 229, 302
Content Measurement Framework and
Scorecard 301
Content Measurement Framework and
Scorecard Template 173
Content Modeling Tutorial for Content
Professionals 246, 303
Content Playbook Outline and
Examples 277, 303
Content Prioritization Templates
187, 301
Content Specifications Templates and
Pair Writing Resources 250, 303
The Daisy Framework for Content
Transformation 68, 298

INDEX

Governance Definition and
Documentation Guide 256, 303
Insights Engine 85, 298
Kickoff Agenda and Exercises 49, 297
Making the Case Presentation Starter
Deck 23,296
Messaging Framework Template
162, 301
People and Process Mini-
Assessment 14, 296
Process Assessment Guide 124, 300
Roster and Responsibilities
Template 45, 297
Sample User Tests 117, 299
Sitemap Evaluation Working Session
Exercises 200, 302
Stakeholder Communications Plan and
Templates 297
Stakeholder Interview Guide 82, 298
Stakeholder Matrix 33, 297
Strategic Alignment Summary Starter
Document 150, 300
Strategic Alignment Workshop
Guide 143, 300
A Super Simple User Test 9, 296
Taxonomy Documentation
Template 205, 302
User Understanding Matrix 92, 299
User Understanding Workshop
Activities 99, 299

content structure

author experience 237, 240-242
content experience = 237-240
content modeling  242-246
primer 236—237

specifying 236

content style guide = 285294
content type 103

content wireframe 247
“controllable” heuristic 168
conversation tracking 58

Corak, Chris 182

Core Model 217223

core purpose, documenting  157-158
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costs, non-monetary 21
Covert, Abby  167-168
Crazy Eggtool 178
create, content life cycle
“credible” heuristic 168
CTA (call to action) 161
Cultural Iceberg Model 136
culture, assessing
Current Events category, business 80
Customers category, business 77, 81
customized versus locked downin  243-244

258, 278

120-121

D (Define) in DAISY Framework 64
DAISY Framework  63-68, 298
decentralized model, content
ownership 271272
decision makers
content council 260, 262
30,32, 34
implementation 259, 263265
strategic = 259262
decision-making
authority  126-127
in groups 56
process  266—271
define, content life cycle 258, 278
“delightful” heuristic 168
derailers  31-32, 34
Design for Cognitive Bias 212
Designing Connected Content: Plan and
Model Digital Products for Today
and Tomorrow 236
Designing for the Digital Age 82
Diamond of Participatory
Decision-Making 56
Direction category, business  75-76
disagreements, dealing with 58
documentation, reviewing and
recording  84-86
drawing people out 57
Dunbar, Natalie 45

examples

editor, content playbook 280
editorial and audio/visual production
41, 44
Editorial Checklist 284
editorial essentials, style guide 286
editorial planning 268271
Edwards, Matt 98
enablement
assessing  128-129
with guidance and standards 279
Event Level of Why 136
Everyday Information Architecture
24, 194
evolve, content life cycle 258, 279
Expenditures category, business 78
experiences, researching 9o
experiments, settingup  10-13

expert stakeholders  31-32, 34
expertise
determining needs for 4043
matching with people  44-45

facilitate, decentralized approach 272
facilitative listening  57-58
Facilitator’s Guide to Participatory
Decision-Making 56
favorability, content audits 118
fears
being “found out” 62
being ignored 61
losing control 62
productivity and performance 60
proposed changes  62-63
unnecessary upheaval 61
feedback forms and checklists
findability, content audits
“findable” heuristic 168
From Solo to Scaled: Building a
Sustainable Content Strategy
Practice 45
front-end development discipline 43

283284
116-117



Gale, Pete, A Super Simple User Test 9
Goodwin, Kim 82
Google Analytics 12, 167
governance and content strategy 256
Governance Definition and Documentation
Guide 256,303
GOVUK o9
ground rules 57
grounds, including in arguments  22-23
group decision-making 56
guidance
assessing  128-129
with standards and enablement 279

Hall, Edward T. 136

Halland, Are

Halvorson, Kristina

Hane, Carrie 236

Hedden, Heather 205

A Hero’s Journey  97-98

167-168

Hotjar tool 178

“How to Build Your Community of
Practice” 263

How to Measure Anything: Finding
the Value of “Intangibles” in
Business 20

Hubbard, Douglas W. 20

hybrid model, content ownership 271

hypotheses, testing  6-10

217-223
249, 263

heuristics

I (Introspect) in DAISY Framework 65
Iacknowledge. 67
I commit to. 67
IA (information architecture) 24
“Iceberg Model: Learn about the Theory and
Practice of Systems Thinking”
64, 136—137
implementation authority 127
implementation decisions 259, 263265

INDEX

implementer stakeholders

“inclusive” heuristic 168

inclusive language, style guide 291

inclusivity and accessibility, audit
criteria 11

31-32, 34

influencers 30, 32,34
Ingram, Richard 130
inquest

The Business Model Canvas 75
competitors 79
customers 80
Customers category 77
Direction category  75-76
Expenditures category 78
external factors  78-81
internal factors  74-78
legal, compliance, and regulations 8o
Offerings category 76
Revenue category  77-78
trends and current events 80
Insights Engine 85, 169, 298
Internet Society = 285-294
interpretive questions 83
interview methods 34
interviewing stakeholders  81-86
interviews and observation 100
Intranet Information Architecture
Estimate 20
inventories  111-112

iteration and collaboration  129-131

job description audit 126
job studies 126

journey mapping  215-216

Kaner, Sam 56

kick off for clarity ~ 55-58

kicking off projects 4647
Kickoff Agenda and Exercises 297
kickoff meeting, planning  47-49

KPIs (key performance indicators) 166, 169
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Kubie, Scott
Content Ecosystem Mapping Guide 106
making lists 103

leadership, assessing ~ 120-121

“learnable” heuristic 168

Legal category, business 80

Levels of Why  136-140

A List Apart 218

locked down in versus
customized  243-244

Look of Success exercise 140

MadLib exercise 142
maintenance process example  284-285
Making the Case Presentation Starter
Deck 23,296
manage approach 273
market research  88-89
Marquis, Lisa Maria 24, 194
McGovern, Gerry 179
measure, content life cycle 258, 278
measurement framework

analytics 167

documentation  169-170
heuristic  167-168

KPIs (key performance indicators) 166
metrics  166-167

objectives 166

scorecard sample  172-173
user feedback 169

using  170-173
Medicare example 209213
meetings, team norm 54
Mental Model Level of Why 137
messages, style guide 290
messaging framework

creating  162-165

template 301
metrics, choosing  166-169
Metts, Michael 54
Miro and Mural boards 115, 151

motivations, researching 90
Myers, Callie  192-193, 197

NCS (Norwegian Cancer Society) 218
Newman, Jane
Audit Planning Tips and Templates 8
Competitive Content Analysis Guidance
and Template 79
Nielson, Jakob 167

objective questions 83
objectives, defined 166
observation and interviews 100
OCUA (Owns, Collaborates, Uses,
Approves) 53
Offerings category, business 76
opportunities
introducing 147
problemsas 6,15
quantifying  18—20
Optimal Workshop app 201202
organizing for clarity and action  145-149
owner, content playbook 280

page tables  247-249
page-level content specifications  247-249
pair writing 130, 249
paraphrasing 57
pathway mapping  216-217
Pattern Level of Why 137
PDM (product data management) 105
people and process  13-14
People and Process Mini-Assessment 296
performance and productivity, fear
about 60
Perkin, Neil 120
Pope, Lauren 8
Presentation Starter Deck 23, 296
principled disagreement 58
principles, team norm 54
print content inventory 112



prioritizing content

documentation  187-189

search intent analysis  182-185

Top Tasks analysis  179-182

topic sorting 186

two-question user survey  178-179
problems as opportunities 6, 15
process

content creation 281284

and people  13-14
Process Assessment Guide
process definition  51-53
process design capability 122
product management discipline  43-44
productivity and performance, fear

about 60

project management discipline 43
30,32, 34
Project Scope Examples 104
projects, kicking off 4647
publisher, content playbook 281

124, 300

project owner

qualifier, including in argument 22, 24
questions
and gaps  90-91
preparing for stakeholder
interviews 83

Rach, Melissa 20, 249
RACI (responsible, accountable, consulted,
and informed) 53
readability
audit criteria 11
and comprehension 118
Real World Content Modeling: A
Field Guide to CMS Features and
Architecture 236
rebuttal, including in argument 22, 25
reference versus authored 243
reflective questions 83
Regulations category, business 80
relevance, content audits  116-117

INDEX

research, market vs. user  88-90

research methods, choosing 100

Revenue category, business ~ 77-78

risks, calculating  20-21

role clarity, assessing ~ 125-126

Rosenfeld, Lou 167

Roster and Responsibilities Template
45, 297

S (Speak) in DAISY Framework 66
Sample User Tests 117
Sample Website Inventory
Scorecard Sample, measurement
framework 172
search intent
analysis  182-185
and optimization 42, 44
SEO (search engine optimization)
capability 122
SEO for Everyone 182
SERPs (search engine results pages)
182, 184
silence, dealing with 58
site crawler, Screaming Frog 112
Sitemap Evaluation Working Session

110-111

Exercises 200, 302
sitemaps
building  194-197, 201
features  192-193
iterating  197—200
user testing 201202

SME (subject matter expert)

Smith, Adrienne 79

sources, style guide 289

Stakeholder Communications Plan and
Templates 37, 297

Stakeholder Dossier Details  34—35

127, 130, 281

Stakeholder Interview Guide 82, 298
Stakeholder Matrix 33, 297
stakeholder types

expert 31

implementer 31
strategic 31
user proxy 31
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stakeholder workshop
stakeholders
champions 30
communications plan and templates
crafting approach  33-35
decision makers 30
derailers 31
dossier details 34
influencers 30
34, 81-84, 164
keeping in theloop 36
listing and labeling 32

97-98

interviewing

matrix 33
project owner 30
reporting to  171-172

workshops/working sessions 35
standards

assessing  128-129

with guidance and enablement 279

storytelling capability 121
strategic alignment summary

analyze and synthesize  149-151

clarity and action  145-149

Is My Organization Ready? 144

preparing  143-144

starter document 300
strategic alignment workshop

Audience Characteristics

guide 300

Levels of Why  136-139

Look of Success 140

The MadLib  142-143
strategic authority 126
strategic content planning 266268
strategic decision-makers  259-262
strategic stakeholders  31-32, 34
strategize, content life cycle 257, 278
strategy

capability 121

getting to
Strategyzer, The Business Model Canvas
Structure Level of Why 137
structured content

author experience

content experience

140-141

151-152

237, 240-242
237-240

37

75

content modeling
primer 236—237
specifying 236
style guide
accessibility 291
acronyms 289
and best practices training
program  292-294
editorial essentials 286
grammar and style 288
inclusive language 291
key messages 290
tone of voice 287
success, measuring  165-170
A Super Simple User Test 9
systems thinking 64, 137

242246

taxonomy
documentation template 302
iterating  205-206
overview  203-205
team
determining expertise
disciplines  40-43
matching expertise
norms  53-55
picking  40-45
roster and responsibilities 45
Team Roster Example 45
templates
Audit Planning Tips and Templates
Competitive Content Analysis
Guidance 79
Content Experience
Documentation 229
Content Measurement Framework and
Scorecard 173
Content Prioritization 187
Messaging Framework 162
Roster and Responsibilities 45
sitemap iterations 200
Stakeholder Communications Plan and
Templates 37
Taxonomy Documentation 205

40-43

4445
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alignment 50-51

style guide 290
The Toulmin Model of Argumentation 22
Thomas, David Dylan 212
tone and voice

audit criteria 11

style guide 287
Top Tasks analysis
topic sorting 186
Treejack test 201
Trends category, business 80

179-182

UCare example 209213
Urbina, Noz 214, 244
“useful” heuristic = 168
user experience discipline 42
user feedback 169
user interface design discipline 42, 44
user journeys and pathways
user proxy stakeholders  31-32, 34
user research
assessing appetite
discipline 41, 44
documentation and analytics review 96
messaging framework 164
overview 89
performing  95-100
proposing approaches  94-95
stakeholder workshop  97-98
User Scenarios and Topics 189
user stories 97
user survey 178
user testing
content audits 116
discipline 41
experiments  12-13
method 8-9
sitemap iteration 201
tool 117,296, 299

213214

93-94

INDEX

User Understanding Matrix  90-92, 299
User Understanding Workshop
Activities 99, 299
“UX Writing Checklist: Content Heuristics
for Designers” 167

“valuable” heuristic 168
Vilhauer, Corey 236
visual design discipline 42
visual/audio production 41, 44, 122
vocabulary, style guide 290
voice and tone

audit criteria 11

style guide 287

Voices for Racial Justice  xvi, 192, 216

warrant, including in argument 22, 24

The Web Project Guide: From Spark to
Launch and Beyond 236

Webb, Eileen 236

websites
inventories  110-112
traffic 114

Welfle, Andy 54

Wenger-Trayner, Etienne 263

Why. See Levels of Why

“Why we need aligned autonomy in
marketing” 120

working sessions, messaging
framework 164

workshops/working sessions 35

writing capability 122

Writing Is Designing: Words and the User
Experience 54

Y (Yield) in DAISY Framework 66
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