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1 Background  
Many organizations see measurement and calculating a return on investment (ROI) as a mechanism to 

justify a project. However, measurement should be more than that. It should provide a process to 

ensure that you get the most value out of each project and initiative. This is especially true of SharePoint 

projects, where an effective measurement process will provide the necessary feedback about where you 

are going along the road to successfully leveraging your investment.  At every stage in the journey, 

measurement (the process) and metrics (the indicators) provide a valuable means for focusing attention 

on business outcomes ς not just ROI alone, but specific, meaningful business results described in a way 

that clearly demonstrates value.  

The purpose of this paper is to describe a practical approach for measuring the value of the solutions we 

build with SharePoint. Unlike investments in other business solutions like those to support general 

ledger or accounts payable, investments in SharePoint solutions often address more difficult to measure 

organizational goals for outcomes such as knowledge management (KM) and collaboration. Since you 

often can't mandate the use of these types of solutions, it's even harder to demonstrate value. 

It's relatively easy to find sources of advice for how to build a technically successful SharePoint solution. 

There are dozens of excellent SharePoint conferences1 and multiple dozens of books that describe how 

to optimally configure SharePoint solutions. Virtually all of the advice available helps a team that already 

has a budget for delivering a SharePoint project ōǳƛƭŘ ŀ ŦǳƴŎǘƛƻƴƛƴƎ ǎƻƭǳǘƛƻƴΦ hŦ ŎƻǳǊǎŜΣ ǘƘŜǊŜΩǎ ƴƻǘ ƳǳŎƘ 

Ǉƻƛƴǘ ƛƴ ŘƻƛƴƎ ƳŜǘǊƛŎǎ ŦƻǊ ŀ ǎƻƭǳǘƛƻƴ ǘƘŀǘ ŘƻŜǎƴΩǘ ŦǳƴŎǘƛƻƴ ς so these books and conferences are a great 

way to get started. This paper, however, is designed to help teams understand how to get better value 

from SharePoint investments.  

In 2001, the United States Department of the Navy CIO created an initiative to measure the value of 

investments the Navy was making knowledge management. I led the development of that approach. 

The concepts in this paper are based on that approach, updated to include additional learning and 

adapted specifically for SharePoint. A copy of the original Navy white paper is available at 

www.susanhanley.com ς KM Metrics Guide. 

This paper is primarily intended for a business audience, which could include the business owner of an 

entire SharePoint deployment in an organization or the business owner of a single site or solution. 

1.1 Introduction  
The only true sustainable measure of value for a SharePoint solution is business impact - how the 

solution helps to grow revenue, increase profit, άadvance the ƳƛǎǎƛƻƴΣέ ǎŀǘƛǎŦȅ ŎǳǎǘƻƳŜǊǎΣ ƻǊ ƛƳǇǊƻǾŜ 

ōǳǎƛƴŜǎǎ ƻǇŜǊŀǘƛƻƴǎΦ ¢ƻƻ ƻŦǘŜƴΣ ƻǊƎŀƴƛȊŀǘƛƻƴǎ ǾƛŜǿ άŀŘƻǇǘƛƻƴέ ŀǎ ǘƘŜ ƪŜȅ ƳŜŀǎǳǊŜ ƻŦ {ƘŀǊŜtƻƛƴǘ 

success. Unless a solution is adopted, it cannot possibly deliver value. However, adoption alone is a 

necessary but not sufficient measure of success.  

                                                           
1
 A quick Google query for SharePoint conferences will quickly get you links to some of the key SharePoint 

conferences, which include the free SharePoint Saturdays that are held in cities all around the world as well as the 
conferences produced by Microsoft such as the Microsoft SharePoint Conference in October 2011. 

file:///C:/Users/Susan%20Hanley/Documents/0SUSANHANLEYLLC/www.susanhanley.com
http://cloud.snappages.com/b8898dc2c08e137d03449de65b9e82e108c15658/metricsguide.pdf
http://www.mssharepointconference.com/Pages/default.aspx
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According to Mark Gilbert, Research VP at Gartner Group, some 25% of SharePoint solutions are failing 

or the sponsors are not satisfied2. One consistent trait of failed or failing deployments is not enough end 

user adoption but another equally important trait is an unclear connection to business goals. Sustained 

adoption depends on a clear connection to business value so while adoption is a possible indicator, it 

does not tell the whole measurement story. A good SharePoint solution includes a plan for 

demonstrating business value - a practical measurement plan that recognizes the key solution 

stakeholders and tells the success story in a way that clearly demonstrates business impact. The goal of 

this paper is to help you identify and document these success stories. 

2 Why Measure? 
Measurement is critical to being able to determine the level of success of your solution. As a foundation, 

you should focus on both the objectives for measurement and the various perspectives for your metrics. 

2.1 Objectives  
Performance measures support decision-making and communication throughout an organization to 

understand the progress, efficiency, value, and strategic alignment of SharePoint solutions. 

Performance measures for SharePoint solutions have several objectives during different parts of the 

solution life-cycle: 

¶ Before you get started, performance measures: 

o Help make a business case for implementation ς ǘƻ ǉǳŀƴǘƛŦȅ ǘƘŜ άōŜŦƻǊŜέ ŀnd estimate 

ǘƘŜ άŀŦǘŜǊέ ǎƛǘǳŀǘƛƻƴ 

¶ During the solution development, performance measures: 

o Provide a target or goal for each phase of a deployment 

o Help make "investment" tradeoffs ς to decide which of several proposed projects has 

the greatest organizational impact 

o Help guide and tune the implementation process by providing feedback to users or 

sponsors to encourage desired behaviors or modifications to the solution 

¶ After the initial deployment, performance measures: 

o Describe, retrospectively, the value of the initial investment decision and the lessons 

learned 

o Help develop benchmarks for future comparisons and for others to use 

o Focus earning from the effort and developing lessons learned. 

Having a measurement program or an approach for metrics is important not just to understand the 

business case for your investment, but to understand the trade-offs or impact of selecting investment A 

over investment B and to help guide your deployment after your solution is operational. It's not just 

about "show me the money," it's also about "how can we achieve an even greater impact?" 

                                                           
2
 Gilbert, Mark. (April 5, 2011). Making SharePoint Deliver [webinar]. www.gartner.com. 
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2.2 Perspectives  
The perspectives of the customer, department, organization, and individual in an enterprise are critical 

to its success. The implication of this for SharePoint metrics is important ς when you think about metrics 

and the measurement process, it is important to identify who is likely to use the performance 

measurement information. Potential users include strategic decision makers, project decision makers, 

funding and approval stakeholders, government agencies involved in approval or regulation, end users, 

or customers. Metrics should be in terms that are familiar to the stakeholder. For this reason, you may 

find that there are several different metrics that need to be captured for your initiative. There is no one 

άǊƛƎƘǘέ ǎŜǘ ƻŦ ƳŜǘǊƛŎǎ ŦƻǊ {ƘŀǊŜtƻƛƴǘ ƛƴƛǘƛŀǘƛǾŜǎΦ aƻǎǘ ƛƴƛǘƛŀǘƛǾŜǎ ǿƛƭƭ ǊŜǉǳƛǊŜ ŀ ŎƻƳōƛƴŀǘƛƻƴ ƻŦ 

measurement types and classes to effectively communicate with the key stakeholders.  

3 Measurement Process  
The measurement process is presented as a series of questions that help guide you through the 

decisions required to define, choose, and use the metrics. The key questions are shown in the exhibit 

below. 

The first two questions are actually outside the scope of the measurement process, but because they 

provide a critical foundation for the approach, the process is not really complete without them. The 

remainder of this paper discusses each question and provides examples of how they might be answered 

for your organization. 
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The remainder of this section reviews each of the key questions shown in the diagram and provides 

recommendations for how you can answer these key questions for your SharePoint solution. 

3.1 What are the business objective s? 
Designing any good IT solution requires a comprehensive understanding of the business problem you 

are trying to solve. This is especially true if you are implementing the social computing features of 

SharePoint. There is only one reason for implementing SharePoint or any other collaboration or portal 

platform: You have a business problem to solve. 

If you don't have an important or valuable business problem that your SharePoint solution addresses, 

then you need to go back to the beginning to find that problem. Be sure that you are tying your 

SharePoint solution to a key organizational initiative or goal. If not, you are working on a "side show" 

project - one whose funding is going to be at risk no matter what your measurement program says. (This 

could also become a career-limiting move if you are the one responsible for the initiative.) 

Another reason to have a clear connection to business goals is to help make decisions about which 

potential SharePoint project to implement. With limited time, budget, and resources, most 

organizations find that there are more possible projects for the SharePoint team than can possibly be 

accomplished. In this scenario, it's important to have a framework for differentiating among 

opportunities that are competing for scarce resources. 

In 2009, strategy consulting firm McKinsey conducted a survey to identify how companies are benefiting 

from Web 2.0 solutions3 (which include SharePoint). Close to 70% of the respondents reported that their 

companies have gained measurable business results, including: 

¶ More innovative products and services 

¶ More effective marketing 

¶ Better access to knowledge 

¶ Lower cost of doing business ς reduction in travel and other operational costs 

¶ Higher revenues 

¶ Improved employee, customer, and partner satisfaction. 

²ƘƛƭŜ ƛǘΩǎ Ŝŀǎȅ ǘƻ ǎŀȅ ά¸ŜǎΣ L ǿŀƴǘ ǘƘŀǘ ǘƻƻΣέ ƛǘΩǎ ƛƳǇƻǊǘŀƴǘ ǘƘŀǘ ȅƻǳ ǳƴŘŜǊǎǘŀƴŘ ǿƘŀǘ ǘƘŜǎŜ ƻōƧŜŎǘƛǾŜǎ 

mean for your business and how you specifically plan to measure your solution results. LǘΩǎ ǊŜŀƭƭȅ ŘƛŦŦƛŎǳƭǘ 

(if not impossible) to plan your measurement strategy around these broad goals. Of course we all want 

to achieve these strategic objectives in general, but to produce meaningful and measureable results, you 

need to identify a tactical approach that works in your organization. So, the best approach is one where 

you get SMARTer about your solution goals. 

                                                           
3
 

http://www.mckinseyquarterly.com/How_companies_are_benefiting_from_Web_20_McKinsey_Global_Survey_R
esults_2432 
 

http://www.mckinseyquarterly.com/How_companies_are_benefiting_from_Web_20_McKinsey_Global_Survey_Results_2432
http://www.mckinseyquarterly.com/How_companies_are_benefiting_from_Web_20_McKinsey_Global_Survey_Results_2432
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3.1.1 Get SMART 

A very well-known method for setting meaningful and realistic objectives for your SharePoint solution is 

the SMART approach, which refers to an acronym that describes the key characteristics of meaningful 

objectives which are: 

¶ Specific (concrete and well-defined) 

¶ Measurable (quantifiable, comparable) 

¶ Achievable (feasible, actionable) 

¶ Realistic (consider resources) 

¶ Time-bound (deadline driven) 

A good objective is expressed in a SMART way. For example, a good collaboration solution can speed the 

time to create critical deliverables. For a consulting organization, a SMART objective for a SharePoint 

proposal library solution might be to reduce the average amount of time it takes to produce complex 

proposals by 10% in Year X. When you start with a SMART business objective, you immediately have two 

critical elements of your measurement plan: a baseline measure to capture and the outcome that 

defines success. 

3.1.2 How do you spell success? 

The good news is that most important business problems in your organization will already have at least 

one baseline measure - but this is not always the case. Before you even think about getting started, try 

to quantify both the problem and the target - and get management buy-in regarding the change in 

outcome that means success. In other words, understand how success is spelled in your organization. 

In addition, take a look around the organization to find examples of solutions that are already delivering 

value ς solutions that users really liked and that management holds up as examples of successes. If you 

can understand why those projects or solutions are considered successful, you can look for analogous 

problems or opportunities to find what might work in your own backyard. 

3.2 How should the solution be  designed to meet these objectives?  
The next step in the measurement process is also beyond the scope of this paper - but it is a critical 

factor in the success of your SharePoint solution. It's not enough to just understand the business 

objective; it's also critical to design a solution worth measuring! 

In the context of SharePoint, this means considering the following, among others: 

¶ What is the most appropriate site architecture and technical infrastructure for your solution? 

¶ Which features of SharePoint make sense to achieve your objectives? 

¶ What types of customizations make sense for your solution? 

¶ What is the plan for security? 

¶ What is the governance model for your solution? 

¶ Do you have a clear set of roles and responsibilities for deploying the solution? 
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¶ What types of training and communications are planned4? 

3.3 Who are the metrics stakeholders?  
Part of understanding the business objective is identifying your key stakeholders. From the perspective 

of metrics, you need to identify who will use the measures, how your solution addresses the business 

problems they care about and which solution metrics most effectively demonstrate an impact on those 

problems.  

In most cases, your solution stakeholders and your metrics stakeholders are the same people. However, 

not all stakeholders need the same type of information and you may have a metrics stakeholder who 

only has a peripheral relationship to the solution itself - like a high-level business executive. A helpful 

approach is to create a list of solution stakeholders and use brainstorming to identify additional 

stakeholders who care about specific metrics. Use that list to create a table to identify the type of 

information each stakeholder needs to know about your solution. 

The type of information each stakeholder will care about depends on the types of decisions that they 

need to make. Identify the key decisions and questions for each of your key stakeholders.  

¶ How is their business unit evaluated?  

¶ What keeps them up at night?  

¶ What are the metrics that they use or review already to evaluate the success of business 

initiatives?  

¶ What information do they need to derive from your metrics in order to make better decisions or 

understand their business operations? 

Remember that whatever metric you use the metric needs to be presented in terms that will resonate 

with the audience. 

Sometimes, stakeholders get carried away with the level of detail and measures they think they need to 

measure the success of your initiative. As you work with your stakeholders to determine what they need 

to know, focus on the outcomes and then work backwards to figure out how you will measure that 

outcome. For example, I worked in a consulting firm where we had a core business objective related to 

understanding employee expertise so that we could both staff projects with the best possible resources 

and quickly respond to client questions. One of our initiatives included maintaining expertise 

information about our employees. While we could create reports to show the percentage of employees 

who had entered at least one expertise topic at the "expert" level (and to be sure, my boss wanted to 

know that number), that metric was pretty useless in terms of telling executives the value of the data 

itself or the processes we'd created to maintain it. In this example, high "adoption" told virtually nothing 

about the value of the information or the processes we'd enabled to keep it up-to-date. We realized that 

the only true and useful measure of the value of the expertise identification information was how it was 

                                                           
4
 For more information on effectively planning SharePoint 2010 solutions, refer to Essential SharePoint 2010: 

Overview, Governance, and Planning by Scott Jamison, Susan Hanley, and Mauro Cardarelli. I think we do a great 
job providing specific and practical recommendations about these key topics (and others). 

http://www.amazon.com/Essential-SharePoint-2010-Governance-Addison-Wesley/dp/0321700759
http://www.amazon.com/Essential-SharePoint-2010-Governance-Addison-Wesley/dp/0321700759


A Practical Framework for SharePoint Metrics  

 

©2011 Susan Hanley LLC             9 

 

used. To capture the value of the information, we conducted an annual survey where we offered prizes 

for people who could tell us the best story about how the expertise information delivered value to their 

business unit or project or client. We asked the storyteller to quantify the value - typically in terms of 

time saved or revenue generated - and then we applied a consistent, fully loaded average salary cost to 

estimate the monetary value of the story. 

3.4 What are th e metrics and how should we present them?  
Once you understand your key stakeholders and what they need to know, you need to focus on 

identifying the types of metrics, how you will collect the metrics, and how you will communicate the 

metrics. Together, these three elements will form the measurement approach.  

How you communicate about metrics will likely depend on where you are in the life-cycle of your 

project. For example, if you are making a new investment in SharePoint as a platform, you will 

undoubtedly need to do some type of formal Return on Investment (ROI) analysis but your estimates for 

benefits are likely to be more general than specific - and pretty high-level. In December 2009, Microsoft 

commissioned Forrester Consulting to examine the total economic impact and potential return on 

investment (ROI) that enterprises may realize by deploying Microsoft SharePoint Server 2010. Forrester 

conducted in-depth interviews with 11 Microsoft customers that had started using the product as early 

adopters and compiled their results into a composite case study of a 5,000-worker professional services 

company. The analysis and approach is available at: 

http://download.microsoft.com/documents/uk/enterprise/75_The_Total_Economic_ImpactTM_Of_Mic

rosoft_SharePoint_Server.pdf. 

The approach is pretty much a traditional ROI cost-benefit analysis model and will be useful to many 

organizations considering moving to SharePoint 2010 as a platform. The approach is less helpful for 

analyzing among alternative SharePoint investments or measuring impact of an ongoing solution, but is 

well worth reviewing as part of an overall measurement strategy. 

Once the SharePoint infrastructure is in place, the incremental cost of each new investment is relatively 

trivial so if you choose a traditional ROI measure for your solution, you will need to determine if and 

how you need to account for infrastructure costs. The best advice here is to choose an approach and be 

consistent. It can be very challenging to estimate how much data storage one solution will need over 

another and very difficult to determine a consistent method for estimating storage in advance. So, if you 

decide to leave storage infrastructure or ongoing operational costs of maintaining the SharePoint 

environment out of the measurement equation, leave it out for all of your prospective or existing 

solutions. From a practical perspective, it's impossible to imagine an ROI calculation that is 100% precise 

ς ŀƴŘ ǘƘŀǘ ǊŜŀƭƭȅ ǎƘƻǳƭŘƴΩǘ ōŜ ȅƻǳǊ ƎƻŀƭΦ ¸ƻǳǊ ƳŜŀǎǳǊŜƳŜƴǘ Ǝƻŀƭ ƛǎ ǘƻ ŜƴǎǳǊŜ ǘƘŀǘ ȅƻǳ ƘŀǾŜ ŀ ŎƻƴǎƛǎǘŜƴǘ 

approach to ensure that value is being delivered with each solution or incremental investment. 

http://download.microsoft.com/documents/uk/enterprise/75_The_Total_Economic_ImpactTM_Of_Microsoft_SharePoint_Server.pdf
http://download.microsoft.com/documents/uk/enterprise/75_The_Total_Economic_ImpactTM_Of_Microsoft_SharePoint_Server.pdf
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ROI is really only part of the 

measurement story for SharePoint - 

and it won't be the right metric for all 

of your stakeholders. While employees 

using a collaboration solution might 

appreciate the benefit the organization 

gets from the platform, it's not the 

measurement that they really care 

about. The metric that drives their day-

to-day behavior is not the overall 

benefit for the company; it's a more 

άǇŜǊǎƻƴŀƭέ ƳŜǘǊƛŎ that answers the 

question: what's in it for me?  

The most important characteristic to 

consider when choosing or defining a 

performance measure is whether the 

metric tells something about the 

outcome you are trying to achieve. 

Choose the metrics you want to 

capture in terms of the use cases that 

are of highest interest to your 

stakeholders and their business 

objectives. It's also important to pick a 

small number of metrics that are both 

relevant to the business and have a 

more direct relationship to business outcomes ς and can be collected at a relatively low cost. For 

example, a possible metric for a Best Practices library is the number of times the library has been 

ŀŎŎŜǎǎŜŘΦ ! ƭŀǊƎŜ ƴǳƳōŜǊ ƻŦ ŀŎŎŜǎǎŜǎ ƻǊ άƘƛǘǎέ for the library or individual document suggests that 

people are reading documents, but this does not definitively indicate whether the content was useful to 

anyone or whether it improved operational efficiency or quality. To get a better measure of value, you 

could enable the ratings function in SharePoint 2010 along with very clear directions regarding the 

context of the ratings (in this context, a good rating metric would be to ask users to rate the degree to 

which they were able to re-use the document).  Adding ratings makes the hits or downloads metric 

much more valuable than either would be on its own because it combines a quantitative measure of 

usage with a qualitative measure of value. Adding a user survey to seek out specific cases where the 

information helped and how it was used would add even more meaning to your metric ς because you 

would now have specific examples that your stakeholders can relate to (and share with others). 

The remainder of this section discusses more about the types of measures you may choose to collect 

and alternative approaches for putting the outcome metrics together to communicate results. This 

discussion is followed by a review of approaches for collecting your metrics.  

hƴŜ ƻǊƎŀƴƛȊŀǘƛƻƴ L ƪƴƻǿ ŜƳǇƭƻȅǎ ŀƴ άwhL-ƭƛƪŜέ ƳŜŀǎǳǊŜƳŜƴǘ 

approach to prioritize and evaluate potential SharePoint projects 

ς but the ROI that they calculate does include cost measures for 

routine projects. Many of these projects involve using SharePoint 

to automate an existing process or workflow. They have a small 

team of internal resources to help with the creation of SharePoint 

solutions. To determine which projects to work on, they calculate 

a baseline metric for executing the process before SharePoint ς 

sometimes by measuring process throughput and other times by 

observing the time it takes to do a task. They then estimate the 

ǇǊƻŎŜǎǎ ƻǊ ǘƘǊƻǳƎƘǇǳǘ ǘƛƳŜǎ ŜȄǇŜŎǘŜŘ ƛƴ ǘƘŜ άŀŦǘŜǊέ ǎƛǘǳŀǘƛƻƴ ŀƴŘ 

multiply this number by the number of times the process is 

executed in a year and then by an average fully loaded hourly cost 

for an employee. The initial calculation helps prioritize which 

projects to work on. Then, to ensure that the solutions are 

delivering the expected value, they go back to each project after 

about 90 days and measure actual results. These new metrics help 

provide insight into potential repeatable solutions for other 

business areas. While the metrics are not precise measures of ROI 

because no costs are analyzed, since the same approach is used 

for all projects, the result provides a repeatable calculation that 

can be used to establish priorities and disseminate best practices, 

which are important elements of an overall measurement 

program. 
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3.4.1 Types of Measurement  

The specific measurement approaches you choose for your SharePoint initiative can be quantitative or 

qualitative and, in general, a measurement program should include both types. Quantitative 

measurement approaches use numbers and typically provide "hard" data to evaluate performance 

between points (such as last month to this month) or to spot trends. For example, you can collect 

quantitative data on site usage or the number of hours spent on a particular task. Even if the absolute 

value of hard data such as the number of site accesses in a given month don't tell you much about the 

value of the solution, a significant drop or increase in that metric can give you important clues about the 

content or the solution itself.  Some quantitative measurements can be obtained automatically from 

native SharePoint usage data and others require third-party tools. Qualitative measurement 

approaches, often referred to as "soft" data, include stories, anecdotes, and future scenarios. When it is 

difficult to capture meaningful quantitative metrics (for example, at the beginning of a project), 

qualitative metrics can have a significant benefit. The best measurement programs I've seen incorporate 

both quantitative and qualitative measurement. The qualitative metrics - especially those with a 

quantitative "punch line" - add richness to your quantitative metrics.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Measurement Example 1: Expertise Location ς Who Knows What? 

o Objective: Implement a pilot expertise location solution to see whether or not it 

would add value to the organization. We planned a 90-day pilot with a small 

group of participants, each of whom agreed to both create an expertise profile 

and query the solution at least weekly in the course of their work. 

o Metrics Approach:  Balanced Scorecard to showcase quantitative and qualitative 

metrics 

­ Number of queries 

­ Number  of profiles created 

­ Surveys and interviews to capture specific anecdotal evidence about the 

value of the tool. We only captured anecdotes where the participant could 

describe both the problem and the value of the answer they received by 

using the tool to find expertise. The user-described "punch lines" became the 

benefit estimate for the ROI analysis we calculated at the end of the pilot.  

o Results: Funding for full deployment 

­ It wasn't just the ROI number that impressed the decision makers and 

resulted in a decision to implement the solution beyond the pilot - it was the 

anecdotes themselves, which provided "color commentary" about the 

numbers - and re-usable stories that the executives could tell to encourage 

user adoption of the solution and answer the "what's in it for me?" question 

for their employees. 
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Measurement Example 2: Intranet Content Management 

o Objective: Demonstrate the ongoing value of maintaining high value content on 

the intranet. While we all know that it's important to have a plan for content 

management for any successful intranet portal, keeping content current takes 

time - and both users and managers need to be re-assured that the investment 

in keeping content current has meaningful value to the organizational objectives.  

o Initial Metrics Approach: Quantitative Measures Report Card 

­ Number of assets added per month 

­ Number of pages updated 

­ Number of assets downloaded.   

o {ǳǇǇƭŜƳŜƴǘŀƭ aŜǘǊƛŎǎ !ǇǇǊƻŀŎƘΥ  ά±ŀƭǳŜ {ǘƻǊƛŜǎέ /ƻƴǘŜǎǘ 

­ The numbers showed relatively consistent usage from year to year, which 

ǎƘƻǿŜŘ ŀŘƻǇǘƛƻƴ ōǳǘ ŘƛŘƴΩǘ ǊŜŀƭƭȅ ǘŜƭƭ ƳǳŎƘ ŀōƻǳǘ ǘƘŜ ǾŀƭǳŜ ƻŦ ǘƘŜ 

investment in maintaining content.  

­ ¢ƻ ǎǳǇǇƭŜƳŜƴǘ ǘƘŜ ƴǳƳōŜǊǎΣ ǿŜ ŎƻƭƭŜŎǘŜŘ άǾŀƭǳŜέ ǎǘƻǊƛŜǎ ǿƛǘƘ ŀ ŎƻƴǘŜǎǘ ŀƴŘ 

in order to get credit, the storyteller needed to provide a perceived measure 

of value.  

­ Each year, the stories had a similar theme:  

Á Skills: Many stories talked about the value of finding a person with a skill 

that they didn't know existed in the company. In one story, the "punch 

line" was: "If we hadn't been able to quickly identify someone with the 

right skills, we would have given up a half-million dollar task from the 

client out of fear we could not do it."  

Á Re-usable Assets: Other stories talked about the value of finding 

documents that could be re-used: "It's impossible to estimate how many 

hours the re-use of the presentations, example documents, and 

approaches saved our team. Because the [intranet content] provided 

overviews and specific examples, our team was able to get started 

immediately in the organization and execution of our project." 
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3.4.1.1 Qualitative Metrics  

As the previous examples demonstrate, qualitative metrics provide context and meaning for 

quantitative metrics. When it is difficult to capture meaningful quantitative metrics, (such as the value 

to the individual for being a member of a community), qualitative metrics (such as a story from a 

member about how the community helped him solve a critical problem) can have as much or more 

impact on stakeholders. Qualitative metrics can augment quantitative metrics with additional context 

and meaning. 

¢ƘŜ ōŜǎǘ ǉǳŀƭƛǘŀǘƛǾŜ ƳŜǘǊƛŎǎ ŀǊŜ ǿƘŀǘ L ƭƛƪŜ ǘƻ Ŏŀƭƭ άǎŜǊƛƻǳǎ ŀƴŜŎŘƻǘŜǎΦέ ! άǎŜǊƛƻǳǎ ŀƴŜŎŘƻǘŜέ ƛǎ ŀ ǎǘƻǊȅ 

with a meaningful punch line ς i.e. a story that describes a measurable business result.  For example, the 

ŦƻƭƭƻǿƛƴƎ άǎŜǊƛƻǳǎ ŀƴŜŎŘƻǘŜέ ŘŜǎŎǊƛōŜǎ ŀ ǇǊƻŎŜǎǎ ŀƴŘ ǊŜǎǳƭǘ ǘƘŀǘ ƻŎŎǳǊǊŜŘ ƻŦǘŜƴ ƛƴ ǘƘŜ ŎƻƴǎǳƭǘƛƴƎ ŦƛǊƳ 

where I worked. Even though this anecdote described just one specific instance, all of our stakeholders 

could relate to the story it describes. Moreover, since we collected and quantified many similar 

άǎŜǊƛƻǳǎέ ŀƴŜŎŘƻǘŜǎ ŀǎ ǇŀǊǘ ƻŦ ƻǳǊ ƳŜŀǎǳǊŜƳŜƴǘ ǇǊƻƎǊŀƳΣ ǘƘŜ combination ƻŦ ǘƘŜ άǎŜǊƛƻǳǎέ ƻǳǘŎƻƳŜǎ 

of our qualitative stories demonstrated a real and significant number to attach to our solution 

investment. 

 

 

 

 

 

 

 

 

 

  

9ȄŀƳǇƭŜ ƻŦ ŀ ά{ŜǊƛƻǳǎ !ƴŜŎŘƻǘŜέ - Consulting 

I joined the organization on March 16 without previous experience.  After one week of training, I joined 

a project team.  

After one day of training on the project, I was assigned a task to learn a particular technology that was 

new to everyone on the team.  I was given a bunch of books and told that I had three days to learn how 

to create a project using this technology. 

Lƴ Ƴȅ ŦƛǊǎǘ ǿŜŜƪ ƻŦ ǘǊŀƛƴƛƴƎΣ L ǊŜƳŜƳōŜǊŜŘ ƭŜŀǊƴƛƴƎ ŀōƻǳǘ ǘƘŜ ŎƻƳǇŀƴȅΩǎ ŜȄpertise database.  I sent an 

email to four people I found in the database asking for their help. One of them sent me a document 

containing exactly what I wanted.   

Instead of three days, my task was completed in one-half a day. 
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Even if you have a rich collection of quantitative metrics, you will want to have some qualitative metrics 

to help provide context and meaning to your measurement program. The collection of anecdotes or 

stories is probably the most common type of qualitative measurement approach. But what if you 

haven't yet implemented your solution and you don't yet have any stories to capture? In this case, there 

is a special type of storytelling that is particularly helpful. These types of stories describes a future vision 

for the organization or business unit or describe a "day in the life" of one or more types of employees 

and are often referred to as "future scenarios." ! ŦǳǘǳǊŜ ǎŎŜƴŀǊƛƻ ƳƛƎƘǘ ǎǘŀǊǘ ƭƛƪŜ ǘƘƛǎΥ άImagine the 

ŦǳǘǳǊŜΧέ ¢ƘŜ ŜȄŀƳǇƭŜ ōŜƭƻǿ ƛǎ ŀƴ ŜȄŎŜǊǇǘ ƻŦ ŦǳǘǳǊŜ ǎŎŜƴŀǊƛƻ ŦƻǊ ŀ άƴŜȄǘ ƎŜƴŜǊŀǘƛƻƴέ ƛƴǘǊŀƴŜǘ ŀǘ a 

management consulting firm.  

Example of a ά{ŜǊƛƻǳǎ !ƴŜŎŘƻǘŜέ ς Pharmaceutical 

A scientist with expertise in thrombotic and joint diseases in Frankfurt began a project to isolate and 

culture macrophages and needed some help. 

Meanwhile, two scientists in the U.S. had deep experience with protocols for this area. 

The Frankfurt scientist consulted the intranet to find expertise within the company and contacted the 

two U.S. scientists. 

Both scientists in the U.S. quickly responded with assistance. One helped with culturing protocols and 

the other helped with information about magnetic cell sorting. 

By reaching out to the other scientists via the online search, the Frankfurt scientist was able to leverage 

existing internal expertise and in the process, reduced his research effort by four weeks. 

Example of a ά{ŜǊƛƻǳǎ !ƴŜŎŘƻǘŜέ ς Construction 

ICA is a construction company in Mexico with operations in the Americas and Europe. They created an 

enterprise content management system using Microsoft SharePoint Server 2010. It provides a way to 

organize and search terabytes of documents and create knowledge communities. 

ά.ŜŎŀǳǎŜ L/! ǎǘƻǊŜǎ ŀƴŘ ƻǊƎŀƴƛȊŜǎ ǇǊƻƧŜŎǘ ŘƻŎǳƳŜƴǘŀǘƛƻƴ ƛƴ ƻƴŜ ǇƭŀŎŜΣ ƛǘ Ŏŀƴ ōŜǘǘŜǊ ǘǊŀŎƪ ŎǳǎǘƻƳŜǊ 

change orders throughout project life cycles, which can add up to tens of thousands of dollars worth of 

workΦέ 

Prior to the implementation of the SharePoint solution, it was difficult to charge customers for changes 

ōŜŎŀǳǎŜ ǘƘŜȅ ǿŜǊŜ ƴƻǘ ǿŜƭƭ ŘƻŎǳƳŜƴǘŜŘΦ  !ŎŎƻǊŘƛƴƎ ǘƻ ǘƘŜ ²Ŝō LƴŦǊŀǎǘǊǳŎǘǳǊŜ aŀƴŀƎŜǊΣ άbƻǿΣ ǿŜ Ŏŀƴ 

track and document every task completed so thaǘ ǿŜ Ŏŀƴ ōƛƭƭ ŦƻǊ ƛǘΦέ 

Source: http://www.microsoft.com/casestudies/Microsoft-Sharepoint-Server-2010/ICA/Construction-

Firm-Speeds-Project-Completion-with-Centralized-Content-Management/4000010862 


































