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 “Adoption is key to the success of products and services. When clients 
come to us to evaluate a concept, prototype, or completed product, the 
evaluation really boils down to one fundamental question: Will people 
use it?” 
Adoption is key to the success of products and services. When clients come to us to evaluate a 
concept, prototype, or completed product, the evaluation really boils down to one fundamental 
question: Will people use it? We think of adoption as continuous use throughout a product’s 
expected lifecycle. Thus, adoption is different from purchase behavior, which does not take a 
product’s actual usage into account. In evaluating products, we emphasize adoption over 
purchase behavior because adoption tends to lead to other important user behaviors such as 
customer loyalty, future purchases, and customers’ becoming brand advocates. In our 
experience, there are four factors that directly affect adoption: perceived value, confidence, 
accessibility, and trust. By understanding and assessing each of these factors, you can gain 
insight into how to maximize adoption. 

Perceived Value 
We consider perceived value to be the central factor in product adoption. When assessing a 
product’s value, look at whether it provides functionality that would have a positive impact on 
the life of a consumer. When considering the likelihood of adoption, focus on evaluating a 
product’sperceived value, because, while a product might actually have a positive impact, if 
consumers do not perceive and understand that impact, the product is not likely to achieve 
significant adoption. 
“We consider perceived value to be the central factor in adoption. … 
Although a product might have a positive impact, if consumer 
do notperceive and understand that impact, the product is not likely to 
achieve significant adoption.” 

Conversely, a product might not actually have a positive impact. However, if customers 
perceive that it does, the product might achieve a respectable rate of adoption. A great example 
of this effect is the snake oil panaceas that were popular in the 1800s. These remedies had no 
demonstrable medical value, but by leveraging the placebo effect, salesmen instilled enough 
perceived value in customers’ minds that they sold relatively well until the formation of the FDA 
in 1906. 

Value can come in both hedonic and utilitarian forms—that is, a product can 
be fun or useful or some combination of the two. We must also take perceived value into account 
when determining a product’s cost. If the cost of a product is out of proportion with its perceived 
value, customers will deem that it is not worth the cost and won’t purchase it. 

Developing perceived value begins with defining and selling a product’svalue proposition.  If 
consumers do not understand a product’s value proposition, whether implicit or explicit, they are 
extremely unlikely to perceive it as having value. We like to test consumers’ understanding of a 
product’s value proposition by asking research participants to explain the impressions they’ve 



gained of its value proposition from a Web site landing page or product advertisement. When 
participants can correctly articulate a product’s value proposition without coaching, we know the 
messaging is effective. 

When evaluating a product’s perceived value, there are two questions we must address: Is it 
fun? Is it useful? For both of these questions, the best data we can get is objective data. If a 
participant has a smile on his face and can’t put the product down, it is a positive sign your 
product has perceived value. When you are collecting subjective data about a product’s utility, 
you can ask participants how they would use the product. If participants can quickly list a few 
applications, the product likely has some perceived value. If participants struggle to think of an 
answer, there might be some difficulty with perceived value. 

Confidence 
“Confidence refers to whether consumers believe a product can 
successfully deliver the value that it proposes. … 
Lowconsumer confidence can be difficult to overcome.” 
Confidence refers to whether consumers believe a product can successfully deliver the value that 
it proposes. Some products may promise value that consumers would consider extremely difficult 
or impossible to deliver. This can occur with products that leverage new technology, offer 
innovative uses for existing technology, or target consumers who don’t have a strong 
relationship with technology. 

We’ve done user research for mobile applications during which participants told us they loved 
the value proposition, but didn’t think it was possible. We had to inform our clients that the level 
of confidence people associated with their product’s value proposition was too low and help them 
examine methods of inspiring consumer confidence. In our experience, low consumer confidence 
can be difficult to overcome. It can take time on the market and aggressive advertising and PR 
campaigns to affect confidence on a significant scale. But understanding where you stand in 
terms of consumer confidence can help you to develop a plan to address this challenge. 

It’s not typically difficult to test for low confidence. Research participants usually disclose this 
immediately, with comments like I don’t think this would work or I don’t see how that would be 
possible. If you remain in doubt about consumer confidence, an effective method is to ask 
participants to list the reasons why a product might or might not work. If participants focus on 
reasons why it wouldn’t work—for example, a social Web site they believe would not catch on—
you might have a problem with low confidence that could affect adoption. 

Accessibility 
“Accessibility consists of two components: convenience and usability. 
Ensuring users can quickly and easily make use of your product 
ensures that it does not lose its value….” 
A product could potentially provide great value, but be completely irrelevant if it’s inaccessible 
to consumers. It’s important to ensure consumers can quickly benefit from your product’s 
value. Accessibility consists of two components: convenience and usability. Ensuring users can 
quickly and easily make use of your product ensures that it does not lose its value through a 
poorly designed user interface or delivery model. 



Solar panels are an excellent example of a product that has had slow adoption because of its 
poor accessibility. The amount of work correctly installing and maintaining solar panels requires 
has significantly slowed their adoption—despite their long-term financial benefits. Usability 
testing is an important component of product development and provides an excellent measure of 
accessibility. Make sure to incorporate your delivery model into your usability testing—for 
example, test software or hardware installation or finding and purchasing an item online or in a 
store. It is often helpful to include evaluations of perceived value, confidence, and trust when 
performing usability testing. In this way, you can acquire up-to-date feedback on all of these 
adoption variables. 

An interesting phenomenon regarding accessibility is the extent to which the level of 
consumers’ need for the value a product provides can affect its degree of adoption. People are 
highly tolerant of products that provide essential value—such as financial systems like ATMs, 
which are notoriously inaccessible because they can be difficult to find. To accomplish things they 
deem to be important, people tend to be willing to suffer through challenges. On the other hand, 
people tend to be extremely intolerant of inaccessibility when considering products that provide 
value they view as optional—such as entertainment products. People typically abandon a product 
with a difficult user interface quickly if they judge the product’s value to be unimportant or easily 
replaceable. 

Regardless of what type of product you are developing, you should always seek to maximize 
accessibility. In the marketplace, a product that is more accessible to users can easily edge out 
another product that offers the same essential value, but has poor accessibility. 

Trust 
“Trust refers to whether participants and customers feel a product is 
safe to use. … Consider what you are asking users to do and whether 
there is anything with which they might feel uncomfortable.” 
Finally, trust refers to whether participants and customers feel a product is safe to use. Trust 
might be a factor in products that involve some physical risk—motorcycles, for instance—or 
threaten a user’s privacy—such as Web sites like Facebook. It’s important to keep this in mind 
when designing an interaction model for a new product or service. Consider what you are asking 
users to do and whether there is anything with which they might feel uncomfortable. 

For example, if you are developing a mobile app that requires knowing a user’s current 
location, it’s important to assess whether users would feel comfortable making that information 
known. If people are already providing the same information to other apps—in this case, to apps 
like foursquare—you can safely assume that at least part of your potential user population has 
become accustomed to providing that information. It’s still important to assess whether the 
market you are targeting is among those in which people are typically comfortable providing 
personal information. In addition, you must also determine whether any aspects of your visual 
design or messaging are hampering trust. 

One common mistake we see quite often is overstating a product’s value proposition in its 
brand message. People have learned to distrust things that sound too good to be true or seem to 
promise magic solutions to difficult problems. One way to combat this perception is to 
immediately give users some understanding of how your product or service works. Disclosure 



goes a long way toward establishing trust, and people tend to trust things they feel they 
understand. 

Make sure you test your messaging with research participants to ensure it provides some 
understanding of how a product works, as well as what value it provides. The simplest way to do 
this is to ask participants to read your Web site content, then describe how the product would 
provide the promised value. If participants can accurately describe how the product works, you 
have done a good job with your messaging. To further test whether participants trust the 
product, ask them to use their personal information during testing. If they hesitate, ask them 
why. They will usually let you know when they are uncomfortable providing personal information. 

Conclusion 
“To achieve significant adoption, you must ensure your product offers a 
clear and compelling value proposition….” 
Adoption is essential to the long-term success of products and brands. When products enjoy high 
adoption rates, successor products typically follow, building upon the success of their 
predecessors. Such products tend to become icons like the Nintendo Game Boy or Apple iPod. 

To achieve significant adoption, you must ensure your product offers a clear and compelling 
value proposition, users have confidence your product would actually provide that value, your 
product’s value is accessible without a great deal of difficulty, and users feel its value is worth 
any risks its adoption might involve. If you can accurately assess each of these variables, you 
will be in a good position to determine the right direction to take with your product. 

Of course, there are other variables you must also take into account when assessing the likely 
success of your product—such as its competition—but if you can successfully manage all of these 
admittedly challenging variables, you’ll give your product its best chance of achieving a high rate 
of adoption 

- See more at: http://www.uxmatters.com/mt/archives/2010/11/barriers-to-adoption-and-how-
to-uncover-them.php#sthash.Sz2A1hJ4.dpuf 
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“A customer experience (CX) design strategy comprises intentional 
design activities and processes that, when taken together, enable a 
team to deliver exceptional customer experiences.” 
A customer experience (CX) design strategy comprises intentional design activities and processes 

that, when taken together, enable a team to deliver exceptional customer experiences. When 

you create meaningful products or services, they offer unique value to customers and are 

distinguishable from those of competitors. 

I lead a Customer Experience Design team in the Digital Marketing and eCommerce group at 

the one of the world’s largest Web-conferencing companies. Over the last few years, my team 

has undertaken several complete overhauls of the Web site and designed the customer 

experience for a new content-management platform. Upper management dictated extremely 

aggressive deadlines, and we launched on schedule. 

One thing that initially seemed to surprise everyone in the company—except our team—was 

that our in-house CXD team was responsible for executing such ambitious research and design 

projects in their entirety rather than using agencies. 

Throughout this experience, our team leveraged CX research and design best practices and 

advocated for the use of new technologies that were instrumental to the success of our projects. 

The customer-centric data that we derived from our research provided insights into current 

trends and best practices relating to ecommerce and marketing Web sites. 

On reflection, I realized that the methods and process my team had embraced provided the 

building blocks for a CX design strategy for my organization. In Part 1 of this three-part series, 

I’ll take you with me on my journey of discovery through these projects. 

Best Practice 1: Customer-Journey Research 
“Bringing customer-centric thinking and methods into an organization 
is both high risk and high reward.” 
Doing customer-journey research is a key best practice in integrating customer-centric thinking 

and approaches into an organization. 

The Challenge or Opportunity 



Bringing customer-centric thinking and methods into an organization is both high risk and high 

reward. In growing and grooming a Customer Experience Design (CXD) team, I quickly had to 

figure out what success meant for an organization going through the upheaval and growing pains 

of the latter stages of being acquired by a much larger company. This was a large company that 

is not known for its customer-centric thinking. 

It was often uncomfortable being the one asking the hard questions in meetings: What 

problem are we solving? What customer needs and opportunities do we need to address? What 

are the business goals and requirements? While these questions sometimes shocked or disturbed 

people, my CXD team found an executive champion and, over time, we began making the 

necessary shifts. 

Having a sense of urgency, I immediately identified the gaps in our customer data, as well as 

the methods we needed to follow to gather that data. 

The Learnings 
Even now, customer-experience design remains a new approach for many people in software 

organizations and businesses. I am sure that at least one colleague who is now one of my net 

promoters thought I was an alien when we started our journey. (He probably still thinks I’m an 

alien, but at least he realizes that I’m a friendly alien.) One of the most important learnings from 

our initial effort to research and map the customer journey is that including influential 

stakeholders is critical when planning customer research. I have applied this learning to all our 

subsequent efforts. Another key lesson is that your research data and analysis must surface 

concrete, actionable steps that align with business goals and requirements. 

Research Best Practices 
“Customer-journey mapping … provides the foundation for developing 
a Web strategy that delivers the right customer experience.” 
It is always important to employ research best practices to gain deep insights about your 

customers. But, for two reasons, this is especially important for an organization going through a 

major transition in their Web strategy: 

1. Your research findings enable your organization to develop and internalize a shared view of your 

customers. 

2. This shared view provides the impetus to establish a common, customer-centric philosophy 

throughout your organization. 

Customer-journey research gives you an opportunity to get a snapshot of how your 

organization is doing in terms of the end-to-end customer experience. One of the best ways to 

understand and represent customer perceptions is by creating an end-to-end customer-journey 



map. I’m a big believer in customer-journey mapping, which provides the foundation for 

developing a Web strategy that delivers the right customer experience. 

Forrester describes the value of the customer journey as follows: 

“The customer journey spans a variety of touchpoints by which the customer moves from 

awareness to engagement and purchase. Successful brands focus on developing a 

seamless experience that ensures each touchpoint interconnects and contributes to the 

overall journey.” 

Just as the customer-journey map provides a roadmap that helps business stakeholders 

better understand their customers’ expectations for a great experience, it also helps your CXD 

team understand how to ensure that the experience aligns with business strategy and goals. 

The Need: Getting Management Backing 
“It’s useful to show how your approach is more innovative or 
appropriate for your company’s business goals.” 
Presenting examples of journey maps from other companies is critical to building credibility. Yes, 

of course, your teammates should regard you as the CX expert within your own company. But 

the truth is that companies still like to see external validation of your approach. And, if you’re 

going to depart from the norm—in terms of current operating assumptions—in any significant 

way, it’s useful to show how your approach is more innovative or appropriate for your company’s 

business goals. 

So I prepared a presentation in which I shared the experiences of other organizations in using 

customer-journey maps and how the outcomes of this approach benefited their business. I also 

included some third-party industry quotations from Forrester’s report, regarding the era of the 

customer. 

The Journey-Mapping Process 
“The journey-mapping process itself established long-term 
relationships between the CXD team and stakeholders. These 
relationships proved to be extremely helpful during the intensive Web 
strategy and implementation phases.” 
To facilitate our journey-mapping process, I hired a consultant. Bringing in an impartial expert 

from the outside is helpful when working with a cross-functional team, because personalities and 

politics are less likely to derail the process. 



The stakeholders who participated in our customer-journey research included directors, 

product-marketing managers, product managers, customer-success representatives, and support 

representatives. This was the first time that we brought this cross-functional group together to 

talk about the customer. So, in addition to the benefits of journey mapping that I cited earlier, 

the journey-mapping process itself established long-term relationships between the CXD team 

and stakeholders. These relationships proved to be extremely helpful during the intensive Web 

strategy and implementation phases. 

During our journey-mapping workshops, we did the following: 

• Broke the customer journey into phases. 

• Invited all participants to use Post-its to identify customer touchpoints along the following swim 

lanes: 

o User-facing touchpoints 

o Human touchpoints within the organization 

o Back-end technologies for each of these 

• Evaluated each touchpoint to determine whether it is a moment of delight—meaning we should 

keep doing it or do even more—or a painpoint—that is, an opportunity to do better. 

We also did contextual ethnography with various business owners and customers. This 

involved direct observation of customers by the consultant, as well as other UX research 

professionals on our team. Some research sessions involved interviewing and observing other 

teams within our organization—such as Customer Success and Technical Support. For other 

sessions, researchers visited customers who fit the persona profile and, through both 

observation and interviews, collected information about their experiences with the Web site and 

product. 

We aggregated the information that we had gathered into a coherent design framework and 

developed buyer journeys for several personas. Stakeholders and management vetted and 

approved the journey maps. 

The Business Impact 
From this journey-mapping process, we extrapolated a roadmap for new design requirements, as 

well as improvements to existing designs. Plus, we taught designers to base their design 

solutions on our understanding of the customer and align them with business goals and strategy. 

We now use the framework and language of the customer journey in all discussions about 

projects, priorities, and roadmaps. We have established ongoing customer-journey research as a 

CXD best practice and continue building out the next phase of the customer journey. 



Best Practice #2: Moderated Testing of Early 
Designs 
“Early, iterative testing of UX designs provides insights from a 
customer-experience perspective, helping the business to understand 
whether and how a design solution meets the business goals and 
requirements.” 
Our user research has enabled us to improve our information architecture and interaction 

models—early in the software-development process before committing development resources. 

The results of this research have been better outcomes for both customers and the business. 

Early, iterative testing of UX designs provides insights from a customer-experience perspective, 

helping the business to understand whether and how a design solution meets the business goals 

and requirements. 

The Challenge or Opportunity 
At an overarching level, our goal was to build a data-driven culture that makes customer centric–

design decisions. So I identified and developed CXD strategy methods that would provide the 

information we needed to drive decisions. Exercising our influence to help the organization 

become more customer centric required our continual commitment, patience, and persistence. 

By leveraging windows of opportunity for research, I began building the organization’s appetite 

for gathering early learnings to help drive decisions—using associated metrics when available—

and support business goals. 

The Learnings 
“Once a CXD team has created designs based on customer-journey 
profiles, it is extremely important to test those designs with people who 
match the targeted profiles.” 
Once a CXD team has created designs based on customer-journey profiles, it is extremely 

important to test those designs with people who match the targeted profiles. Many still view 

design as subjective. (While those of us with training in the field of CXD understand the science 

behind design, educating others is still necessary.) 

The best way to validate designs or design elements—for both your CXD team and your 

stakeholders—is to be as rigorous as possible in matching test participants to approved customer 

profiles. In this way, you can validate design decisions and changes. Each research activity builds 

on previous insights, giving you a database of archived information to mine. It also establishes a 

history of design decisions that your team has made based on research. 



Using an iterative design process, your UX team can gather early feedback on and determine 

the usability of specific design options, choose the best design options for targeted user profiles, 

and apply your research findings to improve designs. Moderated, in-house usability testing let us 

obtain early feedback on design options for new ecommerce flows, from participants who fit the 

customer profile we had agreed on. The results of our research provided clear design direction 

and supported our final, data-driven design decisions, which were based on participant feedback. 

The Research Process 
“To guide the research, I instructed the CXD team to leverage the issues 
we had uncovered during the customer-journey project and use them to 
inform design decisions.” 
Since we had no user researchers on our staff, I hired an outside agency to conduct the usability 

testing. Best practice indicates that designers shouldnot test their own designs—they’re too close 

to the project. I arranged to use online conferencing to conduct research with each participant or 

group of participants. This was a first for my organization, even though it is an Web conferencing 

company. This approach delivered numerous advantages during testing: 

• We reduced the complexity of scheduling logistics. 

• We were able to involve more participants because geography was not an issue. 

• The test costs were almost inconsequential. 

• We could use document sharing and video conferencing. 

• It enabled us to include observers from anywhere in the organization. 

To guide the research, I instructed the CXD team to leverage the issues we had uncovered 

during the customer-journey project and use them to inform design decisions. Based on our 

previous customer-journey research, we were able to create clickable, walk-through prototypes 

of several design options. 

We invited twelve participants who matched the target profile to be part of the research. Each 

of the research sessions lasted no more than two hours and comprised scenarios and tasks that 

were typical of what a customer would do in a given context—for example, signing up for the 

service or finding information. We followed a standard think-aloud protocol, in which participants 

share what they are thinking while using a design solution. The moderator walked each 

participant through the prototypes. Stakeholders—in particular, Product Managers and Program 

Managers—dialed in and listened, but could not  interact with the participants. There was great 

value in their seeing what potential customers said about their experience. 

The Results and Business impact 



“Increasing the number of design decisions that were based on 
customer research contributed to our building a customer-centric 
organizational culture.” 
Using another project-appropriate, customer centric–research method provided value in three 

ways: 

• By revealing customer thinking, it built credibility in the organization. 

• The CXD team and the broader organization learned another approach for customer-centric 

research. 

• It provided data on which to base our design decisions. 

Increasing the number of design decisions that were based on customer research contributed 

to our building a customer-centric organizational culture. 

By letting us hear first-hand feedback from potential and current customers, our research 

gave us a new touchpoint that added to our organization’s understanding and enabled us to 

create more robust personas. Through this process, we built greater organizational confidence as 

we leveraged our research results in making final design decisions. This made the work of 

building consensus among stakeholders a lot easier. Our discussions were data driven. The 

research did the convincing. This approach results in quicker, more directionally accurate design 

decisions and fewer design iterations, which translates to faster time to market. 

Our designers learned to gather early feedback from research, with participants matching our 

targeted user profiles, and to apply the learnings when iterating on their designs. The research 

process also demonstrated to stakeholders and management the value of gathering early 

feedback from customers. Our research had a positive impact on the business and enabled us to 

accurately execute on business goals and reduce the cost of design cycles. Plus, we increased 

the quality of the customer experiences—as our Web metrics demonstrated. From one research 

activity to the next, we gained a series of useful insights. 

The Canary in the Coal Mine 
“ Both the metrics that we track and the way we leverage them in 
discovering insights demonstrate our organization’s growth. As does 
our organization’s support for customer-research efforts of various 
kinds.” 
Honestly, writing about these five best practices has helped me to reflect on how far we’ve come 

as an organization in building our customer-centric focus. Both the metrics that we track and the 

way we leverage them in discovering insights demonstrate our organization’s growth. As does 

our organization’s support for customer-research efforts of various kinds. Cross-functional teams 



now devote more time to reviewing the research data and leverage the data when brainstorming 

roadmaps and design directions. 

However, I would wager that most of our CXD professionals have often felt like the proverbial 

canary in the coal mine that chirps to alert miners to problems. Ours can be a lonely voice 

because our professional colleagues are not always trained to hear and attend to our advocacy 

for the customer experience. Thus, our journey has been a bumpy road, along which I’ve learned 

how to speak to and influence naysayers. Since I was originally hired to bring CXD expertise to 

the organization, I felt that I was responsible for finding ways to help my colleagues tune into 

what our CXD team brought to the discussions. I knew they weren’t tone deaf! 

In Part 2 of this series of articles, I’ll share how using some additional customer-research 

methods and implementing right-sized processes has helped to tune the ear of the organization 

over time. Plus, I’ll describe how building a CXD team that is both synergistic and diverse is 

critical to developing a holistic customer-experience design strategy 

Five Best Practices for Becoming a Data-
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By Michelle Bacigalupi 
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“Initiating a customer journey–mapping process and having on-going 
discussions about the customer journey let our organization build an 
image of the future.” 
In Part 1 of this three-part series, I shared two best practices for developing a data-driven 
design organization. I described how initiating a customer journey–mapping process and having 
on-going discussions about the customer journey let our organization build an image of the 
future. I also discussed moderated usability testing of early designs, which let us focus on the 
short term. 

My instincts told me that I had to demonstrate value immediately, but also needed to lay the 
foundation for the long term. Building credibility required us to be responsive to current goals 
and requests, while at the same time projecting where we could discover deeper insights in the 
service of long-term business aspirations. In other words, I needed to be a kind of seer and 
make educated assumptions about what kinds of questions would surface answers or information 
that would be valuable to the business. I had to form questions that the business didn’t yet know 
to ask. 

Now, in Part 2, I’ll offer two additional best practices that balance long-term and short-term 
benefits. I’ll describe two more research activities that provided data to support our design 
decisions, increased the organization’s shared, customer centric–mental model, and established 
the credibility of our team as experience design professionals. 

Best Practice #3: Competitive Benchmarking 



“Competitive benchmarking lets you evaluate how a product or service 
stacks up against its current competitors.” 
Competitive benchmarking lets you evaluate how a product or service stacks up against its 
current competitors. Depending on the goals for the benchmarking study, the companies you 
compare can be in either the same or a similar industry. In our case, we focused on current best 
practices for SaaS / ecommerce sites. Our purpose was twofold: 

1. To educate the organization on what elements are critical to a successful, competitive 

ecommerce business—We created a glossary that documented what became a shared vocabulary 

for the organization. 

2. To review the experience design and content elements in the current implementation and 

evaluate how they stacked up against those of other SaaS / ecommerce businesses. 

The Challenge or Opportunity 
Gathering information from customers let us visualize the customer journey and helped our 
organization build a shared framework for discussing the current customer experience. Plus, 
assessing where our offerings stacked up against those of competitors gave us valuable insights 
that helped us to build our organizational roadmap. 

When assessing your competitors, include both businesses that are in your market, as well as 
others that might be relevant because they are more forward thinking or have a similar service 
or delivery model. 

I initiated and facilitated a best-practice competitive benchmarking analysis. My goal was to 
create a coherent picture of the current market for customer experience design (CXD) for SaaS 
delivery of products. Product owners collaboratively identified specific areas of inquiry, with 
recommendations from our CXD team. We identified similar industries and SaaS businesses to 
analyze in specific CXD categories. This provided a current baseline of positives and negatives—
what to continue doing and what to change or stop doing. As I mentioned earlier, the outcome 
provided input to our organization’s roadmaps for business priorities. 

The Process 
“We engaged an external, expert CX researcher to facilitate this effort. 
This helped build confidence within the organization that the analysis 
was unbiased.” 
We engaged an external, expert CX researcher to facilitate this effort. This helped build 
confidence within the organization that the analysis was unbiased. He took the CXD elements—
including navigation, information hierarchy, look and feel, and content—and conducted a 
heuristic evaluation. 

It was important to make sure that the companies we chose as competitive benchmarks were 
targeting similar customers such as small-to-medium businesses (SMBs) and the low end of the 
mid-market. Our aim was to evaluate their end-to-end experience as well as possible, including 
discovery, education, plan comparisons, signup, email messaging, and account management. 
Elements that we evaluated included calls to action (CTAs), lead channels, messaging, and 



imagery. We also reviewed the value proposition and mobile experience. We chose these 
elements collectively, as a gestalt, because they were most significant in contributing to 
customer conversions. 

Once the evaluator was confident that he had identified industry best practices, he conducted 
an in-depth analysis, explaining how and why each targeted experience did or did not achieve 
them. The evaluator then proposed recommendations based on his analysis and presented the 
final findings to the business stakeholders. Half way through the evaluation, we collected 
feedback from customers to validate the evaluation. 

The Results and Business Impact 
“Key outcomes of this effort were that we were able to gather a wealth 
of insights, … generate a roadmap of projects, and create a CXD 
strategy” 
Key outcomes of this effort were that we were able to gather a wealth of insights—from an end-
to-end perspective—generate a roadmap of projects, and create a CXD strategy. We decided to 
refresh our approach to copy—for both the Web site and email messages—rework the site’s 
navigation, and improve our ecommerce experience. 

The site is also a lead-generation sales channel, and the evaluation helped us to understand 
how to educate people about the value of the product, as well as what sales CTAs would help 
increase conversion success. We identified potential improvements to our email messaging and 
account management and refined and enhanced the quality of the site’s visual design—in ways 
that are specific to a direct response, ecommerce marketing site. 

It was super exciting to be able to leverage these findings in our site redesign. We addressed 
our messaging and content strategy to better support customer needs, speak from the 
customers’ point of view, and improve search-engine optimization (SEO). We up-leveled our CXD 
strategy, using the research findings to redesign workflows, user interactions, and visual 
identity, improving engagement, usability, and the quality of the customer experience. Plus, 
business owners reviewed the results that were relevant to their responsibilities and used them 
to identify roadmap and project priorities that aligned with business goals. Examples of outcomes 
that we could express as metrics included a 12% reduction in bounce rates and almost a 3X 
increase in traffic as a result of the improvements to content-driven pages and SEO that I 
mentioned earlier. 

The results of our best-practices benchmarking went far beyond the value of the data that we 
gathered—even though the data was very important and we leveraged it throughout our 
organization. Benchmarking was yet another milestone in embedding a CXD strategy into our 
organization, in defining the role the CX designer played in supporting our business goals. This 
had a direct impact on our ability to improve the methods of the design, content, business, and 
development teams. Through increased dialogue among these teams and the presentations my 
team gave, we were able to socialize the results of the research across CXD teams throughout 
the company. This effort increased our visibility as key champions of the user experience and 
built our brand and reputation as respected as CXD professionals within the company. 



Best Practice #4: Online, Unmoderated Usability 
Testing 
“Unmoderated usability testing is a low-cost, yet valuable method of 
gathering feedback in a short timeframe, and no facilitation of tasks 
and questionnaires is necessary.” 
Through our customer-journey, moderated-testing, and benchmarking best practices, we 
obtained a wealth of important information that we could leverage over several projects. But it 
was equally critical that we continue to use multiple approaches in gathering customer feedback, 
as appropriate to the project context. Unmoderated usability testing is a low-cost, yet valuable 
method of gathering feedback in a short timeframe, and no facilitation of tasks and 
questionnaires is necessary. 

The Challenge or Opportunity 
A key soft skill for CXD professionals is adaptability. We need to assess each project or situation 
contextually. What resources are available? What is the time line? How can we get the best data 
to address stakeholder needs and business goals? Sometimes both the amount of information we 
need and how quickly we need it dictate the right research method to choose. At one point in our 
Web site–redesign project, I realized we needed customer feedback to help make informed 
decisions, but we didn’t have much time to obtain it. 

There have been incredible advances in the online testing tools that are available. The online, 
unmoderated approach to usability testing let us automate the collection of qualitative and 
quantitative feedback on our Web sites and mobile apps. Participants can be in various locations 
and participate asynchronously from their own computer or device. We usually targeted 50 to 
100 participants. Another clear advantage of online, unmoderated testing is that you can 
complete and report on the research quickly, usually within one week. Since you can record each 
participant’s responses, all stakeholders can review the data. Basing your discussions on this 
data reduces churn and facilitates teams’ making data-driven, customer-centric decisions. 

The Process 
“Reaffirming the customer profile for your target audience is critical to 
building and maintaining confidence in the results of your research.” 
The ultimate goal for this inquiry is to get to know your customers. Reaffirming the customer 
profile for your target audience is critical to building and maintaining confidence in the results of 
your research. Therefore, your test plan should include a survey that identifies the business 
characteristics of the target population. This test plan should include the following: 

• profile of your target population, including the number of participants 

• what you’re evaluating 

• what metrics you’re gathering 
Many participants can simultaneously participate in the study—from their own computer or 

device, in their own environment. All participants have the same goals and complete the same 
set of tasks as the software guides them through their test session. The software tracks and 



collects data in real time—including success ratio, time on task, clickstreams, and heatmaps—
then generates a report on the data that you can share it with the entire organization. 

The Results and Business Outcomes 
“As we built our CX research skills within the organization, this 
improved our ability to make design decisions and significantly 
improve the design of the Web site within a short time period.” 
By building on the test results and user profiles from our previous research, we were able to 
continue fleshing out the bigger picture of both the users and the Web site. The information we 
gathered from the research contributed to our redesign of the information architecture, the 
homepage, and the entire site. We were able to craft an experience design and content strategy 
for the site that aligned with the overall company’s content and brand strategy. This enabled 
stakeholders to quickly review the data, get aligned, and provide direction on next steps, 
including 

• a new structure for the site’s primary navigation 

• a new product-page structure 

• removing unused pages 

• repurposing other pages by applying current best practices 
As we built our CX research skills within the organization, this improved our ability to make 

design decisions and significantly improve the design of the Web site within a short time period. 
We are now a data-driven design organization and base our design direction and final decisions 
on participant feedback. 

Over the last few months, business owners across the organization have proactively 
requested more CX research. The information it provides lets us provide customer-centric copy 
and design solutions—both for demand generation and ecommerce. Thus, the results of our 
research have increased consistency across customer touchpoints throughout the organization. It 
also continues to educate our business partners on the value of getting to know our customers—
what is important to them and how we can solve their business problems—which, in turn, lets us 
target our marketing efforts more accurately to our customer population. 

Building CX research expertise and demonstrating its value to the business is critical to 
developing a CXD strategy. The research activities I’ve described in this article not only provide 
customer-centric data, they also help to build a common vocabulary and mental model across 
the organization. The other necessary component of a CXD strategy addresses the internal 
processes of the organization. 

Conclusion 
“Building an organization’s perception of the value of CX research and 
design expertise is critical to developing a CXD strategy.” 
Evangelizing CX research and building an organization’s perception of the value of CX research 
and design expertise is critical to developing a CXD strategy. In the first two parts of this article, 
I’ve focused on customer-research methods that you can use to gather data that contributes to 



the success of both short-term and long-term customer experience projects. Over time, the data 
that you gather provides an archive of information that you can mine for insights. 

However, these research methods are only part of the story. They define the what and how of 
your CXD strategy. Another critical part of creating an effective CXD strategy focuses on 

• helping the members of a CXD team to learn why they should advocate for any particular 

research method 

• demonstrating the transformation of the data from your research findings into information and 

insights, which contributes to teams’ making data-driven design decisions 
The better educated and more articulate CXD team members are and the better they become 

at initiating customer-centric conversations 

- See more at: http://www.uxmatters.com/mt/archives/2016/03/five-best-practices-for-
becoming-a-data-driven-design-organization-part-2.php#sthash.EWngOTwY.dpuf 
 
 
 


