Position Paper Questions for “The Business of Usability:  Developing Metrics to Justify our Existence and Budgets”
This document shares the questions you will be asked to submit responses for as part of the submission for the workshop.  If you would like, you can submit this information directly to Rich Gunther, the workshop facilitator, at rich@ovostudios.com, or you can input it on the submission website, located at www.ovostudios.com/upa_2006/call_for_participation_step1.asp
Section 1: Basic Information
Email Address: cindylu@hfec.biz
Password: upaconf-2006
Confirm Password: upaconf-2006
First Name: Cindy 
Last Name: Lu
Phone Number: 732-246-8582
Company: HFE Consulting, LLC
Currently a UPA Member? Yes
Section 2: Experience

Question 1: Length of Tenure: 

Please select the length of time you've held a management position on a user-centered design or usability team (can be combined across companies).
Answer:

Independent consultant: 3 years (current)

Human factors specialist/product designer: 8 years

Manager/director in a small ergonomics consulting company:  2 years
Consultant in control system designs: 2 years
Question 2: Sharing Information: 

Are you permitted, legally and contractually, to speak about the majority of your work experiences, including budget information, team composition, metrics used, and overall team performance? 
Answer:

I can discuss the majority work I do.  I can also discuss budget, team composition, metrics, and overall team performance without mentioning my clients’ names.  I do not wish to disclose the company names.  I do not wish the UPA to publish what I discussed with my name attached to it.
Question 3:  Work Experience
Please share with us the management titles you have held, and in what industries the companies you worked for operated in. If you are a consultant, please list the different types of products and industries you have done work on.
Recent Consulting Work Experience:

I have been doing consulting work in large and small companies as an experienced user experience practitioner in the past three years.
There have been five types of consulting projects:

1. I was hired to lead a design team to deliver the user interface skeleton which was consisted of workflows, wireframes with functional/behavior specifications, visual designs with visual specifications, site map and HTML/Javascripts codes to the team’s client – a development organization or an external client.

2. I was hired as a solo practitioner in the company to set up the requirement structure, from  business requirements, functional requirements to wireframes and behavior specifications and implementing the process in several projects. 

3. I was hired to be a member of a user-centered design team. My main responsibility was to analyze business and system requirements, collection user data and create the information architecture for the system to be developed. 

4. I was hired to manage a project starting from analyzing the current systems by interviewing various stakeholders and users, and writing a project plan for the new system development, to managing the development for the final deployment. I helped the company hire developers for the project. I wrote the business and functional requirements, created new workflows and interaction designs and worked with a visual designer and two developers to implement the design.
5. I was hired to create a usability testing plan, moderate the study and report the findings.

Some of my recent clients include ETS, Vanguard, Siemens, Comcast, Johnson & Johnson, Eli lily, etc.  

User Interface Designer/Human Factors Specialist Work Experience:

As a full time employee in Lucent Technologies, I had two types of roles in the organization.
1. A member of human factors team
2. A member of systems engineering team

In both roles, my concentration was user interface designs, i.e. user interface requirements, workflows, screen designs, UI specifications, product life-cycle support and usability testing. I worked on telephone products, telecommunication system software and customer care and billing system designs.

Manager/Director Experience in a Small Ergonomics Consulting Company:

I assisted senior management team in writing proposals to acquire potential projects in both product design and evaluation areas. I also led teams to participate in product design and development, conducted expert evaluations and user testing for various products ranging from office chairs, airline seating systems, sports shoes, mattresses to military riffles and gas masks.  Some clients included United Airlines, Reebok, Siemens, Con Edison, US Army, etc. 

I led a design team to participate in a business class seating system design project for the a major airline company. We specified the seating dimensions, personal space and the control mechanism for the entertainment center, simulated user activities, supported the development and conducted several user studies throughout the entire product development process. The result of the project was a user-centered design process that was repeatedly applied future projects from several major airline companies.
Question 4: Current Role: 
Please tell us some specifics about your current role. How many team members do you currently have? Does your organization have a dedicated usability lab, either portable or fixed? How many clients (internal or external) does your group have? How to your accomplish organizational outreach, in terms of PR, Training, etc., for your team?

You may also want to discuss the following topics:

· How is usability current positioned within your company?

· How is usability currently "sold" in your company?

· What are the differences you have seen between organizations you have worked for, in relation to the two questions above?
I am working as an independent user experience design consultant.  I am currently leading a small team which consists of a human factors analyst, a graphic designer and two developers to develop the user interface system skeleton for a web-based portal for a large telecommunication company. I designed the workflows, information architecture and wireframes, specified interaction methods and created design specifications.  I am also responsible to communicate with the team’s client (a large external company) on behave of my client for various design issues.
Usability Labs:

From my observation, only large organizations and mid-size usability consulting company that have at least 5+ user experience design/usability teams have usability labs.   

Project Teams: 

A project team usually consists of 1-4 user experience designers, 1-2 graphic designer, 1-5 developers.  
(You may also want to discuss the following topics:

· How is usability current positioned within your company?

· How is usability currently "sold" in your company?

· What are the differences you have seen between organizations you have worked for, in relation to the two questions above?)
Section 2: Perspectives

Question 1: Thesis Statement:  

(Please write a 200-400 word thesis statement summarizing your perspectives on "The Business of Usability".  Include insights on metrics, impact tracking, methodologies, justifying budgets and headcount, etc.  This should include an overview of the metrics, tools, and methods you use to track the positive effects of your team's efforts to the business, the bottom line, and the corporate culture in which you work. )

The ROI on usability can be discussed from many angles. From a Chief User Experience Officer’s point of view, he/she will need to justify the investment on various user experience design groups and their benefits to the company’s bottom line.  From a User Experience Manager’s point of view, he/she will need to justify the investment on his/her group.  From a consultant point of view, I will need to justify why a company should hire me and why they should pay higher fees than paying others.  I will present my view from an experienced consultant’s point of view.

The metrics I have used to measure the success in user experience design projects include the following items:

1. Satisfied clients/stakeholders
· How satisfied is the client? When the CEO or a VP of the company came to me and said “I have heard the project is moving very well.” or “Nobody has been able to do this before under these constraints.” I knew the client was happy for what they invested. 

2. High quality result – Designs that meet the follow criteria

· Users can accomplish their goals with high level of satisfaction (through usability testing)
· Meeting the business requirements

· Implementable

· Meeting the overall project goals within constraints 
· Satisfied development team

3. The impact of the project to the client’s results
· If the client can successfully develop and/or deploy the system on schedule, the design is a contributing factor.

· The success after the system deployment

4. Increased awareness of usability issues and the level of support to the work we do from clients

When I have met the criteria No. 1 and No. 2 (see above), I usually have enough justification to get the client invest to the next project. The main methods I have used are: observations, informal interviews and questionnaires. 

The measurement of success in user experience design and usability testing can be both quantitative and qualitative. The latter can be more valuable than the former in the user experience design and usability testing field. It is important to establish some success criteria with the clients and have both parties agreed before the project starts.  

Our real value in user experience design and usability testing is that the ultimate result will significantly improve the user experience which will impact the company’s bottom line – profit and customer satisfaction.  However, “Ten thousand (10,000) lis (distance measurement in China) starts from a small foot step”. If the team is satisfied with the results we delivered on every step, we will be able to help the team to achieve the final result which will ultimately impact the company’s bottom line.
Question 2: Impact Tracking: 

How do you currently track the impact of your team's efforts?  How do you measure the success of usability within your company?  How do you measure a change in business culture?  What quantitative metrics do you use?  What qualitative ones?  How often do you take measurements of these metrics?

Impact Tracking:
1. Being able to deliver with high quality under constraints

2. Being able to help the entire team to develop and deploy the system successfully

3. Increased awareness of user experience designs among clients and teams 
4. The client’s satisfaction level
I measure the results on every project I have worked but I have not measured them with quantitative data.
Question 3: Documenting Impact: 

How do you document and/or share your team's impact?  Are there UCD or Usability methodologies that are easier to document than others?  Harder to document?  

It is easier to document usability testing impact by the number of problems found and tracking the impact of improving the system.

It is not easy to document the impact of user experience design beyond happy clients and successful development/deployment of the system.
Question 4: Current Work or Interest: 

Please share with us any current research efforts or interests that pertain to the topic of "The Business of Usability".  Are you constantly iterating on or researching ways to better track your team's business metrics?

I am very interested in expanding my current work (design and testing) to the area where I or the team can impact business requirements, marketing, to maintenance to enhance the overall user experience. Right now, business and marketing people usually tell us what they want and then the design is a separate piece.  We are only perceived as designers and testers but not strategists who can generate bigger impact to the business.   
I am also interesting in how to raise fees based on the values we can generate to the business in this field.  Right now, I have justified my fees based on the results that I have delivered.  
Question 5: Relevant Links or Materials: 

List relevant articles, web sites or other resources that you would like to make available to the other participants. We will add them to the collection of background materials for the workshop, when appropriate.

Book:

Value –Based Fees by Alan Weiss

This book discusses, as a consultant, how to charge fees based on values you delivered to your customers instead of based on hours you worked and tasks you performed.  

Question 6: Critical Issues for the Workshop: 

Please share with us any critical issues that you would like to see discussed during the workshop.

Matrix related to immediate impact and long term impact and how to bridge them.

Question 7: Issues To Avoid: 

Please share with us any issues or topics you think should be avoided during the workshop.

-Avoid forcing the participants to associating specific examples with company names.  

-Avoid asking consultants – How much do you charge per hour?
Question 8: Perspective on Workshop Goals: 

Please share your thoughts on if you think it is possible to create a standardized set of metrics for measuring the impact of usability processes on business performance, to be used for industry benchmarking, increasing public awareness of the benefits of usability, and other uses. What do you think is the best way to go about creating such a set of metrics?
I think it is possible to develop a common set of metrics for measuring the impact of usability activities and processes on business in the following categories:

· Product quality

· Development team’s performance
· Business process improvement

· Marketing/company’s image

The derived benefits can be:

· Client’s satisfaction level

· Customer satisfaction level

· The level of awareness of usability

· Support/maintenance benefits

· Sales 

While long term impact should be measured, the immediate impact must be addressed.  For some projects, the long term impact is hard to measure and the measurement may not be very convincing. The immediate impact can be easily identified and promoted, such as satisfied clients, improved team performance, and the accomplishment of the project goals. 
