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I. PURPOSE

This document presents the issues to consider when determining your requirements for
a content management system (CMS), the questions to include when developing a
Request for Proposals, and the three categories of content management solutions.

1. OVE RVIEW

The growth of the Internet and the increasing sophistication of Web-based tools have
changed the purpose and possibilities of Web applications and sites. Today, businesses
are struggling to retain and attract new customers in an increasingly competitive
economy. Failure to provide relevant content to a customer and deliver an exceptional
experience across channels will result in dissatisfaction and potential loss of their
business.

The volume of content now available to businesses and consumers is increasing faster
than enterprises can manage. Managing content throughout its lifecycle, along with
intelligent delivery and presentation of content is critical to a company’s strategic
initiatives.  Most organizations have common goals as part of their content strategy,
such as:

• reliably create, personalize, manage, and deliver enterprise content that will drive
new opportunities with employees, distributors, business partners, and customers

• Create a shared and common environment which many lines of business can
leverage to maximize value and minimize cost

• Implement an intuitive system that allows authorized authors to put new and
changed content into production with no developer intervention

• Give authorized users control and responsibility for content

• Reduce publishing cycle time and cost

• Integrate with legacy systems, applications, and existing content

2. WHY  A CON TENT M ANAGEM ENT SY STEM?

In today’s business environment, content is king. All of your internal and external
stakeholders expect to find just the right information at just the right time at just the right
place, in the context of the task or process they are performing.
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Delivering a breakthrough customer experience demands quality Web applications and
sites that are published in a timely fashion. Most companies are not in business to be
publishers. However, conducting business on the Web turns every business proposition
into a publishing concern—Forrester Research calls this the “accidental publisher”
syndrome.

An average Web site doubles in complexity and size annually. Staff cost increases and a
stretching of available resources turns simple updates into mini-projects taking days or
weeks to implement. Effective management and delivery of content is the single most
important facet in a company’s successful strategy to deploy content-driven business
initiatives. Thus, a content management system is a vital framework in an increasingly
important e-business world.

3. DER IVING VALUE FROM C ONTENT  MANAG EMENT SYSTEM S

Content management systems are a cost-effective and useful way to publish,
disseminate, and view business-critical information.  A content management system
should provide the following key benefits:

• Improve efficiencies through global content management processes and a shared
technology platform resulting in significant savings

• Provide the right information, to the right customer, at the right time, in the right form

• Enhance customer, partner, and employee relationships and communication

• Improve interaction with users by providing personalized, up-to-date information and
product messaging/pricing

• Ensure high quality user experiences through consistent, relevant content
presentation

• Deploy e-business initiatives quickly and effectively by using pre-designed templates,
asset types, production roles, content categories, business logic, and integration
models

• Maximize ability for business users to produce and deploy content, which reduces
dependency on the IT organization—focus users on creating and supplying content
instead of content formatting and presentation activities thus reducing cycle time for
content creation and deployment

• Improve the productivity of technical resources by allowing them to work with a
central infrastructure based on open standards technology—lower the cost of
developers and development by using industry-standard technologies such as Java;
XML; JDBC; J2EE

• Scale from one project to many on the same infrastructure and flexibly accommodate
increases in site traffic
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• Deploy large numbers of sites, with localized content, with minimal resources

• Leverage existing data repositories and legacy systems through flexible integration
strategies

• Deliver long-term strategic value to the business
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II. UNCOVERING YOUR KEY REQUIREMENTS

The first and hardest step for any company considering investing in a Content
Management System is determining what is important to meet immediate business
needs, as well as long-term corporate goals.  Adding to the difficulty is the fact that there
are a few different approaches taken by vendors of content management solutions.

This section contains questions that you need to answer concerning your business
goals, processes, and environment.  The answers to these questions will help you define
your key requirements, determine which vendors to evaluate, and ensure that those
vendors provide the information you need to select the best solution for your current and
future needs.

1. NEE DS ANA LYSIS

1.1 Business Goals and Target Audiences

 What are the specific goals/expectations for the business initiatives that are driving
the need for a content management system?

 What problems do you expect to solve?  What is causing these problems, and
what impact is it having on your organization?

 Who are the audiences that your company interacts with through these initiatives
(customers, employees, partners, distributors, etc.)?

 What are the needs of each audience when interacting with your company?

By understanding your business goals and audiences, you can determine what types of
experiences you need to create for those audiences.  For example, if your goal is to
increase revenue and customer loyalty by deploying a customer extranet, then you will
need to make sure that your requirements include the ability for your marketing
professionals to define segments of customers, recommend specific content to those
segments, and make special offers.  You will also want to ensure your system can
dynamically assemble and deliver content pages when they are requested.

1.2 Scope of the Content Management System

 Is the content management project focused on the needs of a single department or
workgroup, or are you looking for a platform to support a large volume of initiatives
across a business unit or the enterprise?

 Does your company take a centralized IT approach for supporting business
systems, or are you more decentralized?

 Are you looking to rationalize or consolidate disparate technologies being used for
various applications and sites across your company?

If you have a narrow scope for your content management project, then just about any
solution can meet your needs.  An example of this is a small department that is creating
a single site for sharing documents among team members.  More and more companies
are rationalizing their Web site technologies and looking to standardize on a single
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platform that can be expanded to support a large number of sites across the enterprise.
If this is the case, you’ll want to ensure your requirements include a highly scalable,
multi-site platform that allows you to reuse content, business logic, and design elements
across the various sites, so that you can drive down the cost and time it takes to launch
each subsequent initiative.

1.3 Current Content Management Situation

 Do you have existing content management systems in place?  Why aren’t they
meeting your needs?

 Do you have existing repositories that contain content you need to access?

It is not uncommon for companies to “outgrow” their existing content management
system, whether it be a home-grown or first generation commercial system.  Perhaps it
can’t scale to support more sites, or it is so hard to use that your business people refuse
to adopt it.  Make sure you identify these limitations, and set strict requirements for the
new system that allow you to get beyond them.  Most companies have numerous
repositories and databases already in place.  If you need to access the information in
these repositories to support your content-driven initiatives, you need to add
requirements for standards-based integration.

1.4 Content Processes

 What are your processes for creating content?

 Who are your content contributors?  What type of skills do they have?  What types
of tools do they already use to do their jobs?

 Who approves content?  Who changes content?

 Where are the bottlenecks in your current processes?  How can the process be
made more efficient?

The process for creating content in most companies is very cumbersome, and is often
managed by sending an email to a Webmaster, who copies the content into a system or
HTML page and publishes it to a site.  In defining your requirements, you need to identify
and diagram as many content creation processes as you can find.  If you want business
people without technical skills to be able to create and edit content, add requirements for
capabilities to manage content using familiar desktop tools like Microsoft Word and
Windows Explorer.  Make sure your requirements for workflow allow you the flexibility to
support the various types of processes you have mapped.

1.5 Technology Infrastructure

 What operating systems, databases, application servers, and programming
languages are in use?

 What types of technology skills does your staff have?

 What technology standards have you adopted, and what are the company’s plans
for technology standards over the next 3 years?

To minimize implementation and maintenance costs, your content management system
should leverage the technology standards you have in place, and align with the skills of
your staff.  If you have decided to standardize on Java and J2EE, then include a
requirement for your solution to run natively on J2EE application servers.  If you need to
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publish content to a variety of devices and integrate with third-party systems, then you
should require that your content management system fully support XML and the
production and consumption of Web Services.

1.6 Degree of Self-Reliance

 What level of control does your company want to have over the initial
implementation of the content management system and the ongoing development
and support?

 What level of self-reliance do you want to have in building new Web sites and
applications?

 How willing are you to form a content management “Center of Excellency”, in which
a small group of experts support a large number of business groups?

• Some companies rely on the content management vendor to provide the majority of
the implementation and site development, with the client receiving enough training to
maintain the system.  Other companies have the vendor provide guidance and best
practices to an internal development team that is responsible for building future
projects.  Make sure your requirements specify the appropriate level of mentoring
and training you need.  Also, make sure the vendors you evaluate have clearly
defined roadmaps for successful deployments.

1.7 Advanced Capabilities

 What content management functionality is a priority now for the immediate
project(s)?

 What functionality will be important in the coming year?

It is important to specify not only your immediate requirements, but also the advanced
capabilities you may need in the future to support more sophisticated initiatives.
Companies typically start with fairly simple, static, information sites. But competition
within every industry causes companies to continuously innovate to provide the best
service possible to their customers. As you learn more about content management and
delivery, you will discover greater needs for capabilities such as dynamic page assembly
and delivery, personalization, support for multiple sites (Intranets, Extranets, Public,
etc.), delivery to mobile devices, targeted marketing, and product catalogs.
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III.  DEVELOPING THE CONTENT MANAGEMENT SYSTEM RFP

Once you have outlined your business goals, you should have a much clearer view into
your requirements for a content management system. This section helps you translate
those requirements into specific questions you should include in your Request for
Proposals. The list of questions is fairly comprehensive; you can remove those that don’t
align with your requirements.

1. CMS  FUNCT IONAL REQUIR EMENTS

1.1 General Product Information

 How does your system provide end-to-end content management, supporting the
entire content lifecycle—creation, management and deployment/delivery?

 How does your product separate content from the design and layout?

 What types of relationships between content assets does your product support? Do
you support parent-child relationships between assets?  Many-to-many
relationships? Are the relationships separate from the templates and form?

 What is the formal name, version and release date of your content management
product? Please provide a brief history, including release dates and new
functionality.

 How many customers are using your content management product? How many sites
are supported?

 Describe the strategic direction of the product’s future releases and planned timing.

 Describe the key strengths and differentiators of your content management product.

1.2 Administration

 What capabilities does the product have for administration of the content
management system (CMS)?

 How does the CMS provide web-based administration?

 How does the CMS support local or departmental administration?

 How are content files managed through the application system?

 How does the CMS manage content metadata?

 How does the product organize content into classifications?

1.3 Content Contribution/Authoring

 Describe the CMS processes/methodology for acquiring content. Does your software
support a thin client model or is additional client software required to acquire
content?

 What interfaces are provided to allow non-technical contributors and editors to create
and modify content? Are these non-technical interfaces fully integrated with your
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application’s security, repository and workflow functions? Can users use their favorite
editing tools, such as Microsoft Word, to create content, or do they need to use
special tools provided by the workflow application?

 How does the CMS support distributed, independent content creation (i.e.,
businesses or partners may maintain separate sites and separate creation/approval
processes)?

 How does your product acquire content from external sources? Can content be
acquired automatically from outside sources? Describe the process. Can
automatically acquired content be managed?

 Does your software include a GUI for managing content? Can it be easily
customized?

 Does the CMS support different types of repositories including RDBMS and File
systems? If so, how?

 What content types are supported by the CMS?

 How does your product manage and share content at the element level for text,
video, graphics and audio content?

 Describe how a business user can preview his/her content before it is published?
Can the content be edited while in preview-mode?

 Does the CMS support product data (catalogs)?  How does catalog management
work within the CMS?

 Describe how metadata is assigned and stored.

 How does your product support XML for content creation? Can this XML be edited
and validated using a user-defined DTD/XML schema?

 How does your system create and exchange XML with other systems?

1.4 Workflow

 What workflow capabilities does the product have?  Does the workflow application
support:

 Multiple approvers and editors?

 Parallel steps?

 Nested workflows?

 Iterative loop-backs?

 Who can define and manage workflows? What user security is required?

 How can the workflow application be customized to meet specific customer needs?

 How does the workflow application notify individuals when an approval is required?
Is this notification immediate or can a ‘grace period’ be set?

 How does the workflow application notify the author/creator once an approval is
given?

 Does the workflow application ‘escalate’ an approval if no action has been after a
determined period of time?
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 Can pieces of content be grouped into ‘packages’, which can then be treated as a
single unit for the purpose of workflow and versioning?

 What kind of approval history is maintained?  Can you access to approval/notation
comments for tracking and auditing purposes?

1.5 Library Services (versioning, rollback)

 How does your product support content versioning?

 Does the product have secure check-in and check-out of content by authorized
users?

 How does the product manage multiple versions of content?

 Does the product support the ability to track versions? Does it support rollback to
previous versions? Explain.

 How is rollback information stored and how is the audit trail viewed?

1.6 Search

 Describe your product’s native search capabilities.

 Does your product support metadata search?

 Describe your product’s capability to search across repositories.

 Which third-party search packages have you integrated with your product?

 What content can be searched? Can you search content pending approval?

 Is the search index updated incrementally?

 How soon after a document is added is it indexed for search?

 Are document attachments indexed for search?

 What sort of attachments can/cannot be indexed for search?

1.7 Publishing and Delivery

 Does the CMS support static delivery, dynamic delivery, or both?

 Describe how the CMS does dynamic assembly of content pages at the time they
are requested by consumers of the content?

 How does the CMS support delivery of content to multiple sites?

 Does the CMS support delivery of content to multiple types of devices (i.e. content
delivery to mobile phones, PDA, etc.)?

 Describe how your system would facilitate the re-purposing of shared content across
multiple sites and/or devices?

 How does your product support the migration of content from different environments
(e.g. development, staging, production)?

 How does your product support content publishing and expiration date and times?
Can delivery times be determined by delivery site?
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 How does your product manage ‘stale’ content? For example, is an email notification
sent to the author after a determined period of time?

 Describe how your product supports ‘dynamic linking’?

 Describe your product’s caching approach.

1.8 Templating

 What role do templates play in the CMS?

 What is a template composed of? What skills are required for building of templates?
Does your template model support JSP?

 Explain how your product uses templates to define page appearance and behavior?

1.9 Personalization

 Describe the personalization functionality the CMS delivers “out-of-the-box” (i.e.
rules-based, preference-based, access control, etc.).

 How does the CMS allow for explicit personalization? Implicit personalization?

 Describe how a non-technical business user would define rules for personalized
content delivery using the CMS.

 Describe how content can be targeted to specific user groups. Can this be achieved
at the content component level?

 How are target visitor segments created?

 How is content selected for delivery to the target segments?

 Does the CMS allow non-technical business users to create recommendations?
Promotions?  If so, how is this accomplished?

 How does the product track user information to analyze site usage statistics including
site traffic (to analyze trends in site usage and file downloads), demographics (to
analyze interests and usage of various market populations), user behaviors (to
improve navigation and information architecture), etc.?

1.10 Internationalization/Globalization

 What languages are supported on a single implementation?  Is a separate client
installation required for each language supported?

 Does your product support Unicode? If so, please indicate which type (e.g. UTF-8,
UTF-16, etc.).

 Into which languages has your interface been translated?

 Which content translation systems have you integrated with? Do you have strategic
partnerships with any translation vendors?

1.11 Integration

 How does the product support integration with other systems?

 Describe existing integrations with the following systems and tools, and how each is
accomplished. Please provide examples.
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 Portal platforms

 Databases

 Document and asset management tools

 Desktop content creation tools

 Template design tools

 Personalization engines

 ERP and CRM applications

 Does the system provide an API Set? Please describe.

 How is Microsoft Office integration supported? Is a plug-in, .dll, add-on, required for
support? Is a client installation of MSOffice required for MSOffice support?

1.12 Reporting

 Describe the out-of-the box reporting functionality?

 What audit data does the CMS provide on the content?

 How does the product create reports and analysis on how users interact with system
content?

2. CMS  TECHN ICAL R EQUIRE MENTS

2.1 Platform Support/Architecture

 Provide a high-level explanation of the architecture of the product.

 Provide the general system requirements supported by the CMS (i.e. web server,
O/S, application servers, database server, user browser, etc.).

 Does your product require an application server? If so, which application servers are
supported?

 How does the CMS interface with the database? Does it have its own drivers, or
does it use common drivers such as ODBC and/or JDBC?

 What languages and/or platforms is the product written in?

 What scripting languages does the product use for administration, workflow, and
publishing?

 Is your product based on J2EE standards? Define support as it relates to your
product.

 Describe how content is retrieved, versioned, managed and stored from legacy
systems/databases/applications. What legacy systems/databases/applications are
supported?

2.2 Scalability and Performance

 Explain how your product achieves high scalability. Describe your approach to
vertical scalability (i.e. number of CPUs vs. number of servers). Describe your
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approach to horizontal scalability (i.e. federated architecture)? Describe the
replication supported by your product.

 How is the CMS extended?  What functionality can be integrated? How is this done
and how much effort is involved?

 Describe the caching capabilities the CMS provides.

 Does the CMS have clustering and/or load balancing support?

 What performance tools are available with the CMS? Are these tools integrated or
add-ons?

2.3 Security

 What security services does the product have for encryption, authentication, access
control, and directory services?

 How does the product integrate with existing security frameworks and guidelines?
What capabilities does the product have for leveraging external directories or storing
directory information?

 How does the product encrypt or secure the channel for data to be securely
transmitted between machines?

 How does the system control access to various application and system resources?

 Does the CMS provide security down to the document level? Element level?

 Does your product support role-based security, user-based security, or both?

 What are the security administration requirements?

 How does product provide secure publishing to the external server?

 How does the product track ownership and responsibility for Web site content?

3. CMS  VENDO R INFO RMATIO N

3.1 Company Overview/Profile

Typical information that is relevant to your organization for the decision making process:
Company name, year the company was founded, type of business, etc.

3.2 Installation and Implementation

 Describe what installation procedures are involved for the CMS.

 What is your implementation methodology?

 What role would your company play in the implementation? What expertise does
your company provide in installing, configuring, testing, and administering the
software associated with the solution?

 In addition to consulting services specific to your CMS product, what consulting
expertise can you provide in developing and implementing a solution?
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 What is a typical implementation timeframe?  Please show individual events and
timeframes for each.

 What are the risks associated with these timeframes, and how can the timeframes be
adjusted to meet the required objectives?

 Where do you have implementation resources located?  And what skill sets do those
resources represent (i.e. CMS, SAP integration, vertical specialization, globalization,
etc,)

3.3 Training and Documentation

 What are the various types of training programs offered by your company in the use
of your software? What training is available for developers? Administrators? End-
users?

 What training materials and documentation are provided to your customers?

 What training is offered at the customer site?

 Will you be willing to customize the training, if required?  What does that cost?

 How current is the documentation? How often is it revised?

3.4 Maintenance and Support

 Describe your available support/maintenance packages. Please specify hours of
support and whether support is via web, email, or direct phone.  What are your
response-time standards? How do you respond to critical situations?

 Do you have a user/developer community by which your customers can share
experiences and lessons learned?  If so, please describe.

 How are product and service upgrades communicated? Delivered?

 In what worldwide locations does your company have technical support present?

 What processes are in place for customers to report bugs and receive software
fixes? What are your policies about notifying customers of known bugs not reported
by them?

 Describe your process to incorporate ‘patches’ and the associated service levels.

 What source code, development tools, and documentation are included in the
purchase of your product?

 What is your upgrade policy (for example, how long will you support an older
release)?

 What other support services are provided?

3.5 CMS Investment

 Describe your licensing approach. Do you provide the ability to extend the original
licensing agreement?

 What client, server, or third party licenses are required to run the software?

 What are the annual maintenance/support fees on software?

 What are training costs? At vendor facility?  At client site?
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 What are typical implementation costs? Provide daily rates for different roles required
for implementation.

 What are the costs associated with upgrades?

 What other potential costs are not listed?
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IV. CATEGORIES OF VENDORS

Evaluating content management systems can be a daunting task.  The solutions that are
on the market today fall into three broad categories:

• Content Infrastructure

• Content-Driven Applications

• Departmental

It is important to understand the distinctions between these three categories, so that you
can make sure you are sending your RFP to the vendors who have solutions targeted
towards your needs.

Content Infrastructure

Content Infrastructure vendors work from the premise that companies want to manage
every conceivable type of content and data from within a single system, with common
workflow, library services, and repository.  They have grown their offerings by acquiring
numerous smaller vendors of point products, so that their suites include products for
managing Web content, documents, digital assets, imaging, scanning, optical character
recognition, forms, records, reports, email, rights, and numerous other types.

This type of product suite is ideal for companies that only want to deal with one vendor,
and have the budget to replace all the existing content systems and repositories they
already have installed with those from that one vendor.  These vendors focus their
research and development efforts on integrating their acquired products, rather than
adding deeper functionality to any one area.  Since these products were built with
different architectures, the vendors are promising to have integrated suites by 2007.

Examples of Content Infrastructure vendors include Documentum (EMC), Open Text,
Stellent, Interwoven, IBM, and FileNet.

Content-Driven Applications

Vendors with platforms for content-driven applications take the approach that companies
can be more successful by addressing the needs of not just content producers, but also
content consumers.  Therefore, their product suites include not only content
management, but also dynamic content delivery and multi-site management.  The
capabilities are optimized to allow you to deliver the most compelling experiences to the
audiences you interact with to do business, including customers, partners, distributors,
employees, and the public.

This type of product is ideally suited for mid-to-large size companies that want to deploy
large numbers of applications and sites, and want to drive down the cost and time it
takes to launch each subsequent project.  These vendors focus their research and
development efforts on making the system easy to adopt for business users, and easy to
deploy for IT developers.

Examples of Content-Driven Application vendors include FatWire, BroadVision, and
Vignette, though Vignette has made several acquisitions in 2003 and 2004 in an effort to
become a Content Infrastructure vendor.
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Departmental

The largest number of content management vendors fall into the category of
departmental tools.  Their approach is to satisfy the needs of a single department or
team that has no technical resources to support the system, and complete autonomy to
buy any software they need.  They offer “canned” sites that provide most of what these
departments need.

These types of products are ideally suited for small companies, or departments within
mid-to-large size companies that are extremely decentralized.  The products can either
be purchased and installed in-house, or the vendor can host it and give you access for a
per-user, per-month charge.

Examples of departmental solution vendors include Red Dot, Percussion, Tridion,
Refresh, SmartWebs, Atomz, Microsoft, CrownPeak, PaperThin, Merant, EM3, Day,
MediaSurface, and Zope.
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V. CONCLUSION

Before defining your requirements for a content management system, you must carefully
answer some important questions concerning your business goals, content processes,
and current environment.  You need to balance your immediate needs with capabilities
that you will likely need in the future, since your projects will get more sophisticated as
you gain experience.

This paper provided you with a comprehensive list of questions to include in your RFP.
When preparing your RFP, rather than asking “Yes/No” questions, you should ask the
vendor to describe how their product handles each of the capabilities.

It is important to take into account the three categories of vendors in the content
management marketplace, and issue your RFP to the ones that most closely align with
your business goals.
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