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: ken.becker@intermec.com
Password:

Confirm Password:

First Name: Ken
Last Name: Becker
Phone Number: 425.265.2311
Company: Intermec
Currently a UPA Member? (Yes/No) 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): 
4 months
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? (Yes/No) 
Yes
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.

User Interface Manager, Intermec, Manufacturing of Automated Data Collection equipment (scanners, handheld computers, RFID, etc.)

Prior to Intermec, I worked at Boeing (7 years as a usability engineer).  I was not in a management role, but we did quite a bit of work collecting data for each project and developing metrics to support and justify the investment in usability.  

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?

In my current role, I am establishing a new organization and building a team.  I currently have one team member.  We do not have a fixed usability lab, we have some recording equipment (just the basics of a portable lab).  We have about 10-20 internal client organizations and about 400-500 external customers that use our products. 
Our plans for outreach include brown-bag lunch sessions to explain UCD and usability and their role in improving user interface at Intermec.  We also plan to teach some internal classes on the same topics.

Usability is currently positioned within the Corporate Design group (which includes Industrial Engineering & Design, so falls under the Engineering organization).  Usability has been sold primarily on improving consistency across “interface-related” aspects of our products.  It also has been tied to a recently successful initiative to improve industrial design of the products.
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.  

I believe that the primary benefits of improving usability are intangible and not feasible to measure.  However, at Boeing, we resorted to measuring whatever aspects we could on a project in order to show that we returned (typically) at least 10 times what we invested in a usability study (having 150,000+ employees made it easier to make the case for business software).  It was difficult to collect standard benefits metrics because the issues depended so much on the individual projects, but a popular measure was the cost associated with a task delay related to a usability problem.  [Anecdote: I made the case to the IT Vice President that we spent more, as a company, on landscaping then we spent on usability engineering—he did not describe that comparison as a particularly good “yardstick” :-]  We collected estimates and actuals (via Excel) for the methods (heuristic eval, formative test, summative test, field interviews, etc.) we used for each project (to improve estimates).  We tracked overhead closely, as that seemed to be upper-management’s most popular measure of how “efficient” we were, as a group (however, very little effort was made to ensure work was accurately billed or categorized as overhead). We also tracked customer satisfaction, which we solicited from our internal clients.  We also tracked missed opportunities (requests for usability work that we were not able to support) and the percent-billable as ways to justify additional headcount (reported up the chain monthly in a “dashboard”).  
Even with these benefits captured regularly (we would summarize cost/benefit at least once per year), we still encountered requests to demonstrated ROI because of pressure on IT, as an organization, to cut costs and improve performance.  Over time (10 years), with successful projects and avoiding the release of serious usability problems into production, we began to earn some respect and would receive many word-of-mouth referrals.  But there remained many skeptics in the software engineering/IT community to the investment in a special usability engineer to an interface they could “do myself”.
We are presently working to establish usability goals, user satisfaction and efficiency as measures of usability at Intermec.
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?

At Boeing, we typically measured cost avoidance (by fixing usability problems with internal business software) to show that we had saved many times more than we “spent” in labor on the usability study (our ROI); we always tried to be extra-conservative.  ROI was about our only measure of success of usability.  We used customer satisfaction metrics to indicate internal client satisfaction with our project work (taken after each project or annually for long-term projects).
At Intermec, we expect to measure a change in business culture when UCD is formally incorporated into the product development process (milestone).  We also plan to measure the percentage of products that conform to design guidelines, over time.  We are planning user research to collect observation data on efficiency and a competitive usability study.  We also plan to collect user satisfaction through surveys and improve over the baseline (attributable, in some part, to improved user interface/usability).
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?  

At Boeing, we regularly (monthly) showed the ROI and satisfaction numbers for the team in the “dashboard” charts that went up 3 levels of management.  Usability testing is the easiest to measure impact.  UCD efforts and interviewing users and developing user groups and profiles, then using that information to create a quality design was much more difficult to measure (there was no “before” to compare against; and people tend to take good design for granted).
At Intermec, we plan to publish articles from time to time in the company magazine that illustrate how our findings have resulted in improved products and satisfaction among our customers. I have developed a short-term (2-year) and long-term (5-year) usability plan; as we complete specific aspects of the plan, we will document it internally in reports to upper management. 
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?

Since I’m in the process of establishing things at Intermec, I am investigating the most feasible ways to measure improvements in customer satisfaction, employee productivity (intranet), the value of consistency, and the value of user research (in supporting design decisions based on user data).  
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.

Of course, http://www.upassoc.org/usability_resources/usability_in_the_real_world/index.html
http://www.rashmisinha.com/useroi.html
Coyne, Stover, Nielsen; Intranet Usability Guidelines, Nielsen Norman Group, 2002.

Rosenberg, ROI Usability Myths, http://www.usabilitynews.com/news/article1518.asp & http://www.baychi.org/calendar/20031014/
Question 6: Critical Issues for the Workshop: 

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

I think an important issue is addressing how expectations (of customers, mgmt, etc.) change over time and how to show improvement against a moving target.

Creative ways to measure the more intangible benefits of usability.
Question 7: Issues To Avoid: 

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

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 definitely possible to establish some standard metrics of measuring the impact of usability.  I imagine a set of metrics which a manager may choose specific metrics most appropriate to their corporate culture/environment, politics and most applicable to their specific business.   Come to consensus on a set of metrics (I know, the hard part), post them on the web (so that people can find them), petition for adoption by standards organizations, and get the word out in publications and conferences so that practitioners can find them when they need them.
