Opening Statements for Business of Usability Workshop

Want to learn:

How to sell usability services

Tips and tricks for selling usability


How to keep momentum of a new usability team


What others are doing


Metrics (not necessarily ROI)


How to measure intangible benefits

Want to contribute:


Experience

Usability in the Enterprise Working Group formed in 2004.  Set up goals.  

1. How are people tracking ROI?  (they’re not, but they’d like to)

2. This workshop was formed to discuss this.

Arnie Lund- Delivering Business Value

Arnie.lund@microsoft.com
· It’s About Angels (Executive Champion)
· We need to support our angels so they can support us

· Sharing business cases

· Defining UX brand – elevator speech

· Integration into processes

· Improving UX Effectiveness and Efficiency

· Bell Labs

· Universal Service

· Quality

· Ameritech

· Driving the Value Engine

· Improved productivity

· NPV (Net Present Value) of Usability
· We became more productive by picking more strategic projects to generate more value

· We got in earlier in the process instead of just fixing bugs at the end

· Usability Certification and USE

· We want to put a stamp on their products (but we weren’t involved) so we came up with a questionnaire to help measure that

· US West

· Innovation

· Sapient

· Case Studies and Sales Effectiveness

· User, Business, Technology Venn Diagram

· New Methods (eg UX Workshop)

· Microsoft – Windows Server System

· Satisfaction

· TAM (Technology Adoption Model) and USE

· Baselining and TCO (Total Cost of Ownership)

· Microsoft – Mobile Platforms

· Grow the Business

· Impact and Metrics

· Invent the Future

· Commitments and Accountabilities

· Summary of Lessons

· Goal – Leverage Zeitgeist (Angel)

· Metrics Example

· Global Usability Score (performance + objectives)

Aaron Marcus

· Objectives

· Convince clients that usability matters

· Challenge - Storytelling

· Usability – we’ve tried for 25 years to convince

· Some good statistics exist

· Others make a stronger case – better storytelling

· Marketing and sales

· Industrial and product design

· Business publications don’t mention usability enough

· Key Challenge – TELL A BETTER/DIFFERENT STORY

· Innovation = The New Black

· Call to Arms for UX professionals to voice their needs in publications and organizations

· What’s Next?

· Learn the language of your business

· Build a story around it

· Keep at it for 3-7 years and look for results

· User Experience Spaces – Opportunity Spaces

· Fascinating graph

Randolph Bias

· Dollars as Metrics

· Know who’s in your audience and tailor your story to them
· Problems

· If you need a plumber, you know you need a plumber.  Not so much with us

· Developers think they’re human so they think they can depend on their intuition.

· Why is it worse with the web?

· Web developers have even less understanding of their audience

· Web developers used to be client-server apps.  “let’s get something out there and make improvements as we get user feedback” technique doesn’t work anymore.

· Two joys

· It is possible to quantify benefits

· Many usability professionals report having used such an approach with good results

· Two agonies

· Confounds.  It’s hard to prove that usability was the only reason for success

· Projections.  Everything in business is based on projection anyway!.

· One new idea

· We need to have a rating system “This UI is a ‘6’ and it needs to be a ‘7’.  A composite metric
· Weightings on task timings, error rates, number of help calls

Kaaren

· Our teams may not be up to task

· Great innovation doesn’t come from metrics balancing innovation with metrics

· Don’t be seduced by easy to measure dimensions

· Make sure your measurements have integrity

· Self reported success not very accurate

· “Easy to use” often has a ceiling effect

· Sauro and Kindlund (2004) – Simple Usability Measure – combines errors, satisfaction, success, and efficiency
· Balance simplicity with precision (maybe just satisfaction and success)

· Manage Up….play two levels up the chain of command

· Use your historical data to make business predictions

Nigel Bevan

· The list of benefits of usability is long

· Why is usability often ignored?

· Perceived time and cost

· Not specified in requirements

· Intangible

· Main motivators for investing in usability

· Mention in RFP

· There’s an obvious problem with the product’s usability

· Senior Usability Convert (Executive Champion, Angel)

· We realize usability is important for success

· Selling the concept

· Benefits

· Designing products to match user needs

· Good practice

· Tailor the message to the audience

Business of Usability Workshop
Breakout Session #1
Successes and Failures

Brainstorm a metric, perspective, or philosophy

Keep goals in mind


Positive business effects


Simple, measurable, universal,

Colin Bay - Intel
· Managed usability groups for 12 years.  

· Now in the strategy group.  Pay for service now.  

· Customers are other groups in the company.  This is only one group of usability in the company.  

· Failures usually due to limited budget.  So they start with heuristic analyses, and then expand it to a more serious modeling activities, which is a success.  Failure using metrics to speak to executives.  

· Instead of selling OEMs now we’re selling platforms.  Huge inroad for ethnography studies, but it hasn’t actually trickled down yet.  What works is focusing on the business needs.  

· We have a program to measure those and pass it up the chain using their vocabulary.  

· Now there’s a dashboard for things they think are important (red, yellow, green) simple measure, but it works.  

· The executive sees the yellow, but the next level down sees more granular detail.

Cindy Liu – Lucent

· A consultant, but the network is only as good as the trust that I have.  Understanding their problem and come up with a solution to their business problem.

· Doesn’t always work because the trust sometimes is so strong that they don’t think it’s important to talk to users because you’re the expert!

· Comcast example for failure.  They wanted to test after launch instead of before.

· I find the value for the research in the beginning is the most important, but clients rarely buy it.

· We all agree that there are different levels of expertise in our industry and some are less ethical than others and don’t mind fudging.

· Cindy agrees with Colin that we need to map those solutions to the business drivers.

· Do you think I generate positive impact to the business, what did I do to do that?  What could I have done differently.

· Randolph had the idea of remote mentoring as a possible way to help younger teams.

· Value Based Fees – Alan Weiss ---- the value is how people perceive your value.  How do you quantify that though?  Colin mentioned that when his team was busy there was a feeding frenzy.

Clyde – Sprint / Nextel
· Not a billable group.  We are our own group with our own budget.  If we don’t want a project, we don’t have to take it.  Unit was 12—up to 20---back down to 10 now up to 79!

· Working on an assessment program now.  We don’t want to tie it to ROI, but to NPV.  We want to create knowledge.  We began to make sure it was measuring usability tied to consumption rather than satisfaction solely.  Too many other dept could claim that increase (customer service, etc).  That number is now broadcast and institutionalized.  They found a way to tie that number to Finance numbers…

· Now they’re working on predicting successes for multiple designs.  Using baseline longitudinal data.

Harshit – Pure IT

· Ebay India a big client.  The main thing we have is the trust in our credentials.  Did some free work to build up client base.  Nokia study for free as well, though they have usability, not in India….but they didn’t test *in* India.

· They reduced the number of screens in the purchase work flow with much success.  They’re reluctant to admit it was due to the testing.  We need to quantify, but the client is reluctant to share the numbers or relinquish the glory.

Randolph – UT  Austin

· Software developers get it but never for long

· IBM – OS2 release.  Users are system administrators (we were told) but it was really mom and pop outfits.  We got the audience wrong.

· It’s more about relationships than anything.  Expert and Empiricist.  An Expert is someone who comes from 50 miles away and carries a briefcase.

Context – Understanding the context of your situation and your client.  What are you willing to give up?  Time to market?

Discernment – Learning what the pain points are

Expert vs Empiricist – We need to play both roles

Metric should start with the business goals in the business vernacular.  Mapping ROI or NPV to business drivers directly.  Almost like a geometric proof…you hypothesize and then prove it…if no, then repeat.  You need to visualize your final result and then reverse engineer it.  Unless usability metrics are tied to business drivers, it will never succeed.

Business of Usability Workshop
Breakout Session #2
1. Close out and solidify discussions from working session 1

2. Begin fleshing out your metric, perspective, or philosophy

a. Consider:

i. Confounds

ii. Extraneous variables

iii. Apply sample data from your experiences to test the metric, perspective, or philosophy

3. Develop a mini-presentation

a. Elect a presenter

b. Compile notes from discussions

c. 10-15 minutes each

d. Whatever modality you prefer

i. PowerPoint

ii. Flipchart

iii. Verbal

We need to link up the business problem to the solution.  The product managers are tied to the business metrics. We need a usability metric that measures how usability ties to their business metric.  If the goal is to have easy network set up, share media library…no one else is measuring this.  We can say we have data.  Here’s how well you’re providing these services.  Here’s how we are going to operationalize these results.  Why can’t we be bold like the marketing guys?  We may have a storehouse of anecdotes and stories that we can tell to show how the indicators really show.  The closer to home that story can be, the better.

It’s useful to use real data to tell your story….nurses get interrupted when they enter data.  Tell that story.

Baseball analogy! Scouts that go with heart vs the batting average.  How do you measure the “cool” factor?

Offer operationalization of business goals in business terms.  In order to measure success, we need to track the emotional triggers that will allow them to rationalize their visceral decision.  Create a matrix that supports quantitative as well as qualitative data.

How much does this company care about this product?  How much do they care about their users? 

Proving impact has to have numbers as well as softer data.  17% happier.

Offer operationalization of business goals in business terms.  We can support this with both quantitative and qualitative data (stories and numbers).  We need to gather the data that no one else is collecting.

The only time the president of Intel cared was when he was presented with visual indicators.  

Sprint metrics are defined internally.  (How easy are these products to use…different than satisfaction)  It’s renormed on a yearly basis on a percentile scale.  We know those scores are related to qualitative shifts.  We know when we’re on the low scale on usabilty, that our usage will be flat.

Summaries

It depends…

Tie usability data to business goals

Don’t sell usability, sell the benefits

Numbers tell, Stories sell

Usability has no value if it doesn’t contribute to the business

Measuring Quality (Y axis product based) vs Process (X Axis life cycle)

Spin the same data for multiple audiences (how?)

User Experience Index (UXI) = Efficiency + Effectiveness + Satisfaction

Three key measures

· Effectiveness

· Efficiency

· Satisfaction 
· Discussion on single metric or break out for granularity…weighting of measures

Use consistent measures at a high level, but keeping context as the guideline

Should we champion change management to help affect change?

ISO 94111 Definition “Effectiveness vs Usefulness”

Poor ease of use gets in the way of usefulness

Should they spend money on functionality or usability?


Is it good enough to release?

Usefulness is the key driver for adoption rate

Hypothesis --- Usefulness = usability + fitness of MRD

