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C-level use case summary

This use case outlines how a structured Information Architecture (IA) can help a start-up CIO
gain control of scattered documentation, reduce wasted effort, and strengthen operational
credibility, resulting in saved staff time and company cost.

The problem

The company’s current documentation environment is disorganized and outdated. The following
issues illustrate the scope of the problem:

The company’s documentation system is cluttered: many outdated or redundant files
(“deadwood”) are in use.

Account managers and other divisions are spending excessive time looking for current,
accurate versions of documents.

There's a high risk that incorrect (deadwood) documents are shared with clients,
harming the company’s reputation.

Solution proposal

The solution aims to restore clarity and control, our solution focuses on structure, governance,
and measurable improvement. Key actions include:

Perform a content audit to identify what works, what fails, and what needs
improvement.

Define future-state Information Architecture (IA): structure, metadata, taxonomy, and
governance.

Prototype or pilot parts of the system to test assumptions before full rollout.
Incorporate stakeholder alignment, resource assessment, and risk/financial analysis.

Maintain feedback loops and track benefit realization—so progress can be measured.

Financial implications and ROI potential

The financial case includes:

Time wasted in searching for correct docs represents a hidden cost: multiplied across
staff, this adds up.

By reducing search time and avoiding mis-shared documents, you can reduce support
costs, account management costs, and protect reputation (avoiding client issues).

Companies implementing clean IA see a strong ROI: savings in hours, fewer errors,
fewer support escalations.

— Property of Kraft Consulting ©2025 2/6

N



IA models with ROl and hidden costs use case by Susan Kraft-Yorke

What It costs / what you need to authorize

To move forward, stakeholders must agree and authorize funding to cover discovery and
validation expenses prior to initiating migration. Anticipated costs include:

e [nitial investment: audit, strategy design, and pilot phases.

e Additional expenses are a possibility depending on:
o the current CMS size to sort, analyze, and prep for content migration kickoff.
o If multiple staff-level writing or QA support are required to speed execution.

This section highlighted a wider task set setting the stage for a more complete cost structure in
the following section.

Information architecture consulting proposal

This section shows a proposal-ready pricing template, adaptable per case. It's structured in
three tiers (low, medium, high) so you can scale based on project scope and complexity.

Role: Information Architect / Content Operations Consultant
Scope: Audit, Design, Implementation, and Evergreen Management of Documentation Systems

Audit & analysis retainer (2—4 weeks)

e Low: $20,000 | Outcome: Clear picture of deadwood vs. critical content, quantified time
lost in current searches, roadmap for ROI.

e Medium: $28,000 | Outcome: Same as above, plus stakeholder interviews and maturity
scoring to highlight risk areas.

e High: $35,000 | Outcome: Full audit, interviews, and quantified financial cost of
inefficiency (support load, wasted account manager hours).

|IA design & workflow definition (1-2 months)

e Low: $50,000 | Outcome: Future-state IA mapped to business goals, with basic
taxonomy and metadata.

e Medium: $75,000 | Outcome: Complete IA design, versioning framework, and workflow
model for content governance.

e High: $100,000 | Outcome: Executive-ready IA strategy with design blueprints,
compliance support, and cost-reduction projections.
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Implementation & content migration (3—6 months)

e Low: $150,000 | Outcome: Content cleaned, outdated files archived, single source of
truth established.

e Medium: $225,000 | Outcome: Migration of large repos, automation of updates, staff
trained, measurable reduction in wasted search time.

e High: $300,000 | Outcome: Enterprise-scale migration with automation, dashboards for
audit/compliance, and projected ROI of 200—300% within the first year.

Evergreen consultation / maintenance (retainer)

e Low: $15,000/month | Outcome: Quarterly reviews, feedback loop, and updates to keep
docs current.

e Medium: $25,000/month | Outcome: Monthly governance cycle, usage analytics, and
active deadwood prevention.

e High: $40,000/month | Outcome: Continuous evergreen management, full automation
oversight, and executive reporting with ROI tracking.

CIlO Feedback Questions / Decision Points

Q1: scope & scale

How many document repositories need to be updated? Can you provide a rough number of
files? What level of “deadwood” do we have?

A1: We estimate that 4-6 repositories are in scope, covering client-facing documents, account
management materials, and internal technical references.

A typical repository contains thousands of files, many of which are duplicative or outdated.
Based on prior audits in similar organizations, we expect 30—40% of existing documents qualify
as “deadwood” (obsolete, redundant, or duplicative). The audit phase will provide precise counts
and categorize content by criticality, business use, and retirement needs.

Q2: cost estimates
What will the audit + pilot phase cost, and what is the projected savings (labor, support)?
A2:

e Audit + Pilot Investment: $28,000-$35,000 depending on whether you want a full maturity
scoring, stakeholder interviews, and quantified cost of inefficiency.
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e Projected Savings:

o Reduction of wasted search time by 30-50% (equivalent to ~1-2 hours reclaimed per
employee per week).

o Fewer errors and escalations in account management, protecting client relationships.

o Support call volume reductions of 20-30% where outdated docs previously caused
confusion.
For a team of 100 knowledge workers, this equates to $500,000-$700,000 in annual
time savings and reduced support effort. ROl becomes visible within months of
implementation.

Q3: timeline
When will we see measurable savings? How soon is break-even?
A3:

e Audit Results: Within 4 weeks of project start.
e Pilot Implementation: 2—3 months to deliver new IA structure for a high-impact repository.

e Measurable Savings: Typically visible within 90 days of pilot launch, as staff adopt
improved search and retrieval.

e Break-even: For mid-level investment, organizations often reach break-even 6—9 months
after implementation, with ROI accelerating as governance and evergreen management
take hold.

Q4: risk of doing nothing
What is the risk if we do nothing (client dissatisfaction, support overload)?
A4:

If the system remains unchanged, staff will continue wasting time searching for correct
documents, and clients risk receiving outdated or inaccurate information. The financial and
reputational impact includes:

e Direct costs: Hundreds of wasted staff hours per month', translating into ~$500,000/year
in hidden cost for a mid-sized division.

' Considering the payroll impact for only staff costs of ~5 hours/week used for searching @ $50/hr, is
$13,000/year/person. Client dissatisfaction cost is unique per case.
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e Support overload: Increased support tickets and escalations as customers encounter
inconsistent or incorrect documents.

e Reputation risk: A single mis-shared outdated document can damage client trust, trigger
compliance issues, or jeopardize deals.
In short, the status quo carries higher hidden costs and reputational risks than the
investment required to fix the system.

Summary

This paper ties the IA fee structure to division outcome to corporate ROI, so the CIO sees
not just cost, but exactly how each investment solves their daily problems and protects
reputation.

The positioning is for management-level consulting rates.

NOTE: additional staff-level technical writing assistance can shorten delivery time. When used,
there is an additional cost.
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