UPA – Business of Usability Workshop Notes
June 12, 2006

Compelling thoughts

· Business week focus on design strategy/principles, creativity, ethnography and innovation

· Contributing $500 M to shareholders at Sprint

· Create a user-centered culture
· Reliability isn’t everything (BusinessWeek, News Analysis & Commentary)

· AIGA awards for information design

· Getting companies to pay more attention to usability

Arnie Lund

Justifying existence is not really a goal; it’s rather about people (Angels)
Help the Angels to be successful; help them to be Angels.

Productivity paradox (related to IT): no measurable benefit
Have a vision!
Usability studies improve confidence; determine the best solution.
Like sales, identify needs and then work to satisfy those needs (the value proposition).
Devoting more effort to usablity -> stock price increase (NPV)
Technology adoption can drive innovative design ideas (VoC-like)

Balance user business & technology

What’s your impact?  Affective, emotional (TAM)

Goal: 71% will be very satisfied.

Leverage your culture to make a difference!
Global usability score – satisfaction + performance

What’s your story?  Have your 3-minute pitch.

Aaron Marcus

Tell a better/different story?

Spent more on free handouts & marketing than on usability & improving products

Challenge: bring usability/UX’s story more effectively to business.

Learn the language and key objectives of business

Randolph Bias

Frustrated

Convince the developer community

“Intuitive”

Reducing customer support burden

Increased trade press (goal: halo effect)

Why do we have convince the world that they have a problem?  (because they have such little visibility of the problem; people do not take the time and effort to communicate their dissatisfaction)

$14,000 cost of usability study showed at least $50,000 a day (and maybe $200,000 a DAY); their payback (break-even) point was before lunch!

Reduction of uncertainty

Everything in business is based on projections/estimates, anyway!

We’re scientifically based, but other business roles aren’t burdened by scientific rigors.

VPs need for it to be simple; just give ‘em one number.
We can’t even come to agreement on measures and metrics and definitions among ourselves!

“The big squeeze”; CEO/VP get it; the dev’s get it, but the mid-managers have the budgets and schedules.
Kaaren

Have a lot of stories to tell (memorable)
Setting concrete, measurable goals (proven over and over)

Making great progress in the wrong direction (golf example)
What I’m getting from my $4M?

Find a key metric and get upper-management buy-in (manage UP)

Target just a few metrics
“Easy to Use” often has ceiling effects.

When you get more exposure, people look more closely at your methods.

Self-reported success is not very reliable.

Balancing simplicity and precision (Sauro & Kindlund),  Simple Usability Measure (making sense of usability metrics)
Task time was confounded with satisfaction.

Greater variance on success than self-report

Use your historical data to make business predictions (not precise, but influential)
Nigel Bevan

Effective, Efficient, Satisfaction and Risk (reduced business risk)

Why ignored?  Don’t really see the problem.  Adds project risk, team & money.  Not required; customers haven’t requested it (or you haven’t heard about it).
The requirements/RFP mentions ease of use
Senior usability convert (Angel)

Is usability perceived as intrinsically important (like quality)?
Mixing too many benefits together into one number?
Like plastic surgery, do you know you have a problem?  Do you focus on the problem and insult the company/client?

What motivates people in the environment?
Brainstorm a metric, perspective or philosophy
Time to recover

Time on task

Task success

Team: Russell, Pamela, Zoe, Arnie and Rich

Goal: Positive business effects: simple, measurable, valid and universal

As a business, are we as successful as we want to be with respect to quality and satisfaction? 

Communicating, demonstrating

Usability is critical to the enterprise

Directors are afraid of usability results.  Fear of accountability of failure.
CIF – competitive testing; formative testing
Zoe: Usability (business SW) different from Human Factors
The analogy of building a house without an architect
Usability Maturity Model
Global metric in the Quality category
Usability testing in the bug process
Frequency of use and severity
Developers want recognition; the interface is highly visible.

Design happens 

Why are we better than someone else?  We understand the users.  They are amateur humans. (
To many re-releases after deployed. 

What doesn’t work?
Efficiency/Productivity (it’s a management issue); accuracy trumped efficiency; much more applicable to customer-service and call center management.
Marketing surveys 1,000 people, seems more confident
The Fifth Discipline (organization anti-bodies; natural resistance to change)
Satisfaction: a good measure?

Even though self-reporting (in usability studies) is unreliable

Difference between initial use and experienced use (learnability)

Satisfaction can account for 70% of the variance in whether something is used, or not.

The car nav system (Infinity)

Separating usefulness from satisfaction and ease of use

Used Jim Lewis’ satisfaction surveys

Poor ease of use gets in the way of usefulness
Like rating instructors, if basic fundamental (poor treatment) affects many of the other measures (not fair, don’t like)
Equate: effectiveness with usefulness; and efficiency with ease of use.

Requirements process and info gathering was perceived as a waste of time.
Simple and useful designs are perceived as obvious

Agreement; UX writes interface spec.

Useful means getting more utility out of something
People see the value of product design (UX, UI, etc.)

What’s going to drive more revenue?  Short-term vs. long-term thinking?
Get CEO’s to buy into the long-term thinking.

Do you want to own the market?

Products failing because of poor usefulness? 

SUS survey – wouldn’t want to watch movies on their computer.

Build a relationship with marketing

We’re experts in what people do; they are experts in what people ask for (Marketing) – partnership
Aligned under research doesn’t work much; Marketing is better at touting their wares.
How do you measure the problems that people don’t know about?
Track the probability that customers will come back and buy another product from us.  Much harder to track if they buy elsewhere.
More experiential way of measuring satisfaction without asking the user’s opinion?
Impacting decision-makers (consumers, IT managers, etc.)

The measures are irrelevant… what matters is “why?”.  Then, companies decide what to do based on the “why”.
What is the impact to the business?

A smiley/frowny face on the scorecard for usability, then it got attention.
If we can’t agree on something ourselves, how can we realistically expect management and companies to agree with us?
We should agree!
HFES “The Institute” – drive standards; dependent variable.  Define the scale and the tools.  
USE/SUS didn’t work between tasks (too many questions); so we adopted IBM’s inter-task questionnaire.

The number of typical participants (too few in typical usability studies).
Effectiveness not an especially valuable measure at Intermec; high frequency of use and trained.

Behind-the scenes measures; such has how much time you’re using the device/OS (WindowsMobile).  The number of minutes you carry your cell phone around.  
System difficult to use; people don’t use it; data becomes unreliable which drives even less use.

Measures

Effectiveness & Usefulness

Efficiency & Ease of Use

Satisfaction (not just relative to others; but good enough—which is subjective in, and of itself).  
Are users capable of discovering even more value over time.

People had to be threatened to be fired to use the tool.

Use experience kind of like the hype cycle.  Perceived value vs. realized value.

People buy it, but they don’t use it.  Perhaps they can’t figure out how to use it themselves.
For Intermec, efficiency IS the effectiveness?  More efficiency, makes my business more effective.
Is actual use the king of measures?  Is usefulness therefore implied?
It depends… on ???

Like the downloading app that permits playing movies on a computer.
MySimon vs. price-grabber; before it’s time.
Assumptions: the MRD is not fundamentally flawed.

It depends on the product?
Mandated (enterprise, industrial) vs. Optional (consumer), then “Free” (on the web)(such as a travel site).
You can measure benefits after you make a change (increased revenue, reduced cost)

But, we need to predict benefit as a result of making a change.

Nissan, market capture methodology 300Z.  Analysis approach – style, features, performance, cost, etc.  Applied to software, effectiveness, efficiency and satisfaction and cost (if we achieve these goals, we will attain our business goals).

Reasonable dependent measure?  Adoption; sales.
What decisions are upper-management going to make with the data we provide them?
· Is it ready to release?
· Where do you want to be?

· Are we increasing quality?
Do they want to know that it’s good enough?  Do they want to know what they need to focus on?

Each business case involves a prediction of the population
Again, if we don’t sell lots of products, and people aren’t using a lot of them, then WHY?
Marketing is assuming perfect usability.
Will our costs decrease?  
Strategic (what are you going to give me in return for my investment? vs. Tactical (how many bugs, fix problems)

Increased industry recognition; better word of mouth; improved satisfaction; 3 times the sales 3 years from now.
Weighting the factors of usability.
The value proposition.  Clearly articulated.  Experiences supported by scenarios by tasks by features.
NPV of all the gains you’ll experience over the next 5 years in today’s dollars.
Usefulness can be impeded by poor usability.
Removing impediments to adoption/usefulness.
Is it a cycle of investing in usability, improving satisfaction, proving the investment, then warranting the additional investment, then improving even more usability (satisfaction).

Predicting the benefit of usability is a fundamentally different task than measuring the usability of a product during the development cycle.

Measures (weighting)
· Effectiveness & Usefulness

· Efficiency & Ease of Use

· Satisfaction
· Risk (related to the prediction)
It depends on…
· Mandated (enterprise, industrial) 
· Optional (choice; consumer paid out-of-pocket)
· “Free” (such as on the web)
Management wants to know

· What is my return on investment?

· Where should I place my resources to get the best return?  Usability?  Functionality?

· Is it good enough to release?

· Adoption rate?
Assumptions:

· the MRD is not fundamentally flawed (Marketing has done their job)
We need to predict benefit as a result of making a change.  Adoption rate?  Usefulness?
In order to sell to management, we need to be able to make the business case.  IF you invest in usability, it will pay off this much, this way.
Policing ultimately is counter-productive.
Every employee needs to be an advocate of the UCD process.
Numbers tell, stories sell
Dysfunctional benefits
Lose our ego and work with the business; be mature enough to let go of the ownership of being the big problem solver.
What needs to be done, but how?

Is accuracy a measure of effectiveness?
Are there errors of effectiveness for Intermec customers that we are not aware of?  For example, making “mistakes” on the keypad (like with the Treo)

Keep it simple; hide the details in the combined number.

You want to explain why, anyway.

Overlapping models of 0-100 with school grades 60-70-80-90.

