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Measuring success in technical documentation
groups has always been a challenge.

Many companies use traditional measures

of productivity such as pages per day,

books published, or schedules met. These
measurements are remnants of a manufacturing
economy, based on factory output and
inventory. For developers of knowledge content,
these metrics do not provide an accurate view of
their productivity.

Knowledge work is a growing component of
the US labor force. A large percentage of the US
labor force is made up of knowledge workers,
including technical documentation professionals.
As the world moves toward a knowledge-based
economy, technical documentation groups need
to move beyond the traditional productivity
measures with an additional focus on quality,
customer satisfaction, defect rates, timeliness,
and costs. These measurements can be quantified
and compared using the balanced scorecard

approach.

THE BALANCED SCORECARD APPROACH
The balanced scorecard was introduced by
Dr. Robert Kaplan, a professor at the Harvard
Business School, and Dr. David Norton, the
president of a consulting firm, in a Harvard
Business Review article in 1992. Kaplan and
Norton described a system of measuring key
drivers in the business and showing how they
interrelate. Their article described how just
measuring output or financial performance
will not show the progress of an organization;
a variety of topics should be measured and
compared.

By looking at a mixture of elements,
companies can balance quality and costs. The
balanced scorecard is a management tool that
can be used by department leads to see how their
groups are performing. It is also a measurement
tool; metrics can show the overall health of the
organization and any changes in productivity.

Knowledge work cannot be measured
accurately using traditional metrics for output
and costs because the process of developing this
content is largely invisible. Knowledge work
is not like an assembly line process, where the
amount of time required to bolt in a widget
is measured. Different metrics are needed to
measure success. Management will always be
interested in measuring how their employees are
performing. However, a new set of metrics is
needed for this complex type of work.

The balanced scorecard offers a more even-
handed approach than simple financial metrics.
It introduces a tapestry of measurements that
lead to a more well-rounded picture of the
organization. The scorecard is a tool that can
help measure knowledge worker productivity. It
is also a compact and clear way to communicate
the value of content throughout the enterprise.

The scorecard should align with the
business strategy. Each company, and even
organizations within a company, might need
to track different issues. What is important to
one group is not necessarily important to other
groups. Even in technical documentation, there
are differences. If a group is trying to shrink the
size of its documents, maybe words per topic is
a useful metric. For another group, the concern
might be writer-to-developer ratios. While it is
important to have several different categories so
that the metrics are balanced, the detail of what
is measured depends on what is important to
that organization.

A BROADER DEFINITION OF
ProbucTIVITY

The balanced scorecard provides a more
comprehensive definition of productivity than
a simple relationship between input and output
provides, especially for knowledge work. Rather
than using a few output-based measurements,

a balanced scorecard uses a broader range of
inputs for comparison.
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The balanced scorecard provides a view of

the organization from four perspectives:
financial, customer, internal, and learning. The
organization can develop metrics, collect data,
and conduct analysis relative to each of these
perspectives. These main perspectives were
defined by Kaplan and Norton, but the metrics
used to evaluate each perspective depend on the
priorities of the organization being measured.
Productivity becomes not just a number but a
complex system of inputs.

Each scorecard perspective consists of a
set of metrics. Each metric gets a score, and
that metric is weighted by how important it
is to the organization. The sum of the set of
metrics for each category is tallied, providing a
measurement for each perspective.

In the end, management often wants one
number to measure a complex system. The
balanced scorecard can show how each of the
four perspectives is doing. The four scores can
be combined to produce an overall productivity
score for the organization.

Four CATEGORIES OF MEASUREMENT
Kaplan and Norton define four main categories
of measurement, based on the four perspectives
of the balanced scorecard (Figure 1).

These categories apply to technical
documentation groups in the following ways:
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FiGURE 1: FOUR CATEGORIES OF MEASUREMENT
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Financial — This category shows how

the group delivers content to meet
organizational and budgetary objectives.
Measurements might include cost per topic
or feature, cost per defect fix, or other
measurements based on output.

Customer — This category demonstrates
the focus on customer satisfaction by
responding to customer feedback. Actual
customer satisfaction numbers could be
tracked, as well as number of defects and
average time to fix a defect.

Internal — This category shows timely
delivery of quality content. Internal metrics
might also track the number of support calls
related to documentation, or comparisons
of quality between the product and the
documentation.

Learning — This category shows how

the department is increasing skills that
benefit their contributions to the larger
organization. Metrics might include
certifications for product training as well as
project management skills.
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METHODOLOGY
Steps to implementing a balanced scorecard
include the following:

1) Develop a baseline scorecard using
established and easily calculated metrics for
the four categories. Many of these metrics are
probably already being tracked in one form or
other. Developing the baseline includes looking
at the various metrics that are important to

the organization and sorting them into the
appropriate categories.

2) Define metrics and goals that reflect
company targets, industry averages, or
departmental averages, depending on topic.
Each metric has a goal. Some of these goals are
set by upper management, such as customer
satisfaction or cost targets. For metrics that

do not have corporate goals, a measurement
can be tracked over time and compared to the
departmental average. In other cases, comparing
the department’s progress against industry
averages might yield a useful number. The basis
for the goals might vary for each topic within

a category, determined by each department’s
priorities and history (Figure 2).

BALANCED SCORECARD

3) Specify metrics that allow the
departmental objectives to be evaluated.
Equalize by scoring against a goal and
weighting the importance of each area. Each
metric is given a score depending on how the
department performed on its goal. If a scale of
1 to 5 is used, the goal is usually in the middle
(3), with 1 being a disappointing result and

5 exceeding expectations. This score is then
multiplied by a weighting, depending on the
importance of the metric. Each category gets a
value based on the sum of the weighted metrics
within it. Then, the scorecard gets an overall
score from the sum of the categories (Figure 3).

4) Compile calculations for a significant
enough period to be able to create a true
baseline scorecard for later comparison. A
scorecard done one time is of no value. This
method will show its value only after scores

are calculated for an extended period. It

might be useful to look back at any historical
metrics when first creating a scorecard so that a
meaningful baseline can be created.

Goal Met

Goal Actual (1-5) Weight Score

FINANCIAL

CUSTOMER

LEARNING

Cost per Page Published $500 0.00
Cost per Feature Developed $5,000 0.00
Cost per Defect Fix $1,000 0.00
Financial Score 0.00
Customer Satisfaction 4.17 0.00
Qutstanding Customer-Found Defects 125 0.00
Defect MTTR (days) 94 0.00
Customer Score 0.00
Equality with Software Quality 4.12 0.00
Content Released On Time 100% 0.00
Support Calls (running average) 13200 0.00
Internal Score 0.00
Report to Manager Ratio 10 0.00
Software Developer to Writer Ratio 10 0.00
Technical/Lab Training 50% 0.00
Program/Project Management Training 50% 0.00
Learning Score 0.00

FIGURE 2: BALANCED SCORECARD—GOALS

OVERALL RATING 0.00
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Goal Met
BALANCED SCORECARD Actual (1-5)
Cost per Page Published $500 $527.45 3 $600 $550 $500 | $450 $400
Cost per Page Published 5500 27.45 3 0.00
Coslt per Feature Developed $5,000 $5,734.12 2 0.00
Cost per Defect Fix 51,000 $865.34 3 0.00
Financial Score 0.00
Customer Satisfaction 417 415 2 0.00
Outstanding Customer-Found Defects 125 98 4 0.00
94 125 2 0.00
Customer Score 0.00
uality with Softwara Quali 4.12 415 3 0.00
Content Released On Time 100% 98% 3 0.00
13200 14820 3 0.00
0.00
10 9.2 3 0.00 8| 9|
10 17.4 5 0.00 8 9|
50% 67% 5 0.00 40%| 45
50% 42% 2 0.00 A40%) m
0.00

FIGURE 3: BALANCED SCORECARD—METRICS

BALANCED SCORECARD EXAMPLE

A technical publications group within a software
development organization wants to develop a
balanced scorecard to show how its group is
doing. The group has determined which metrics
are important for reporting and has gathered all
the necessary historical data.

Goals
First, the goals are listed on the scorecard. The
metrics to be tracked are listed under the most

OVERALL RATING 0.00

Within each category, the weight must add up
to 25 percent. With the weighting added, the
scores for each metric can be calculated. The
scores for each category are generated, and
the scorecard as a whole is given a number for
comparison with later measurements.

A Balanced Look

As with any set of measurements, the scores will
only be as good as the data. If the data collection
is consistent, trends should appear on the
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Weighting
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Please visit our web site at www.infomanagementcenter.com for more information on these and other events.

Content Management Strategies/
DITA North America Conference
April 7-9, 2008, Santa Clara, CA

<http://www.cm-strategies.com>

Minimalism: Creating Manuals
People Can Use

May 6-7, 2008, Austin, TX
<http://www.comtech-serv.com/
workshops/minimalism.shtm]>

Documentation and Training West
2008

May 6-7, 2008, Vancouver, Canada
<http://www.doctrain.com/west/>

Australasian Online
Documentation and Content
May 14-16, 2008, Gold Coast, Australia

<http://www.aodc.com.au/>

DITA: Getting Started

May 21-22, 2008, Hartley Wintney,
Hampshire United Kingdom
<http://www.comtech-serv.com/

workshops/dita.shtml>

New Zealand Association for
Training and Development
May 21-22, 2008, Auckland,

New Zealand
<http://www.nzatd.org.nz/>

PTC/USER World Event 2008
June 1-4, 2008, Long Beach, CA
<http://www.ptcuser.org/2008/>

STC’s 55th Annual Conference and
Expo

June 1-4, 2008, Philadelphia, PA
<http://www.stc.org/55thConf/index.asp>

Localization World
June 9-11, 2008, Berlin, Germany
<http://www.localizationworld.com/>

Mark Logic 2008 User Conference
June 10-13, 2008, San Francisco, CA
<http://www.marklogic.com/events/
events.html>

Gilbane Conference
June 17-19, 2008, San Francisco, CA
<http://gilbanesf.com/>

KM Australia 2008
June 21-23, 2008, Melbourne, Australia
<http://www.kmaustralia.com/>

X-Pubs 2008: Re-invent the
Customer Experience

June 22-24, 2008, London,
United Kingdom
<http://www.x-pubs.com/>

Documentation and Training Life
Sciences 2008
June 23-26, 2008, Indianapolis, IN

<http://www.doctrain.com/life/>

LISA Forum USA

Building a Globally Integrated
Organization: Reducing the
Learning Curve

June 23-27, 2008, San Francisco, CA
<http://www.lisa.org/events/2008sfo/>

Best Practices Conference 2008
September 15-17, 2008, Santa Fe, NM
<http://www.infomanagementcenter.com/
bestpractices/2008/index.htm>

WebWorks RoundUp Users
Conference

September 30-October 2, 2008,
Austin, TX
<http://webworksroundup.com/>

The Technical Communicators
Association of New Zealand Inc.
October 9-10, 2008, Auckland,

New Zealand
<http://www.tcanz.org.nz/>

Localization World
October 13-15, 2008, Madison, W1

<http://www.localizationworld.com/>
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