Know your business,
know your users

Learn about your organization, the market and your
stakeholders to give more power to your user findings

Fernando Mondragon, Ph.D.
@DrMondragon$S
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Currently at Rackspace

Civil Engineer
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Lived in Dallas briefly

Music and literature




Not everyone seemed to

agree that
Our finding was great

It seemed the business didn't want to listen to a key aspect of our
customer's experience



Not an uncommon situation

» Looking at practical conditions often reveals larger,
systematic shortcomings.

« Examples:

« Data that showing that the value proposition could be
different—the market may have changed over time

* Research showing that the solution is hindering other
work activities for users

» Evidence that the solution provided is ineffective—for
instance, products/services can be usable but far from
adequate



How to change this?

* It's important to integrate this knowledge into the
business

* We have found that three key aspects help us
communicate with the larger set of business
stakeholders

* Business model
* Market trends
 Employees needs



Understanding our business

Solve a problem | Create a bureaucracy | Get value in return



LLean Canvas

Helps to synthesize and organize the
main pieces of a business model. What
is a business designed to do?

* Unique Value Proposition
* Solution

* Revenue Streams

These interconnected pieces are
important because user pain points
can have very different weights
depending on revenue streams

PROBLEM

EXISTING ALTERNATIVES

SOLUTION

KEYMETRICS

UNIQUE VALUEPROPOSITION

UNFAIR ADVANTAGE

HIGH-LEVEL CONCEPT
List your X "

CHANNELS

mers (inbound

CUSTOMER SEGMENTS

EARLY ADOPTERS

COSTSTRUCTURE

REVENUE STREAMS




Example: Dropbox

Do users want
to take a
portion of
their problems
on their own?

Do users have

a mix of

solutions?

How do any of

these pieces
change the
others?
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Is it overwhelming or out of scope to make
required changes? Too strategic?

Lean Canvas is adapted from The Business Model Canvas and is licensed
under the Creative Commons Attribution-Share Alike 3.0 Un-ported
License.

to cope with
poor
experiences?



We’ve acquired: Business Context

» Understand the underlying * Interrelated pieces open up

system and its key more questions:
dimensions: » What else are consumers
* Individual vs organizational seeing, using?
consumers  What are competitors doing?
* Problems solved for each,  What are stakeholders'
and their differences priorities?
« Terms of revenue  What is most pressing to

different units/departments

* Channels for communicating, arrt epa
inside the organization?

distributing



Understanding market trends

What happens outside the office walls?



Customer Lifecycle

Example: Lyft

How do you decide to purchase?

Is it first time or repeating
purchase?

Are you using an app, customer
service, usage reports?

Do you want to become a
subscriber?

Do you want to quit using this
because of factors unrelated to the
service? (e.g. how they manage
their business)
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All are phases of using the solutions of the business

Where is it difficult to use the system?

What information is available to the public, users, and
consumers to make these decisions or to select an alternative
at various points?



What are customers looking at?

Customers are often re- * Who are our competitors?

evaluating their decisions on  « What services do they offer?

purchasing, operating, « How do they talk about it?

upgrading, downgrading . Wh)ich phase do they focus
on”

« Which features do they offer?

* What are the larger trends of
the market?

« What do people inside the
organization hear about the
market?



Market Intelligence

* Review
* News
* Industry Reports
* Magazines and Blog Articles
 Announcements

« Can be coded to obtain
guantitative data

- Some of these follow a pay-
for-play model, so consider
that as part of the
implications

* Leverage big names

 What does a review of news,
reports, articles and
announcements reveal?

 What are trends, patterns,
themes?

* What needs do the offerings
of competitors reveal?

* How can the organization
everage these trends
through the current
pusiness model?




Market Perception & Trends

* Surveys * What are consumers'
L priorities?
» Leverage quantitative data to g d thei
communicate internally ) wn}gf,e 0 Users spend their
» Communicate behavioral » What are their perceived
| P
Imitations needs
* Interviews « What drj?ves them to use your
» Enable deeper understanding product:
of reasons behind pain points, * What are common problems

trends, needs when using services like
yours?

« Expand on characteristics of - Which mix of services do they
segments use?



Context acquired: Market Trends

» Understand what customers  * How does that misunderstooo
see, their priorities, and J '

which alternatives they have ) Bﬁggc‘e'é 'Or?'“t’ﬁgt“?g‘fy‘g{e@‘”e

to your products and « Are there any trends about
services that phase that enrich the
user data?

. !dentif)(/ opportunities to
innovate, perceptions change

 Satisfy or raise awareness of
the perceptions, expectations
at different phases of the
larger experience



Understanding internal users

What's going on in here?



Employees ARE users

They need help to consume information



Business Intent

Example: Domino's

Which products to add/remove from
menu?

Which combos should be
introduced?

Should there be profiles for mobile
orders or just in-app orders?

How and when to increase
communications with customers?

How to adjust for local specials?

How to increase flexibility of floor
jobs?

Grow
existing
customers

Get new
customers

Lower
costs of
operations



What are colleagues looking at?

Members of an organization ¢ Not everyone is looking at
are trying to attain the goals the same picture even if
of their jobs, inside their everyone Is trying to

: contribute to the same
Sﬁﬁzrtments and business ultimate goal

« Some overlap, but there will
be tradeoffs, especially as it
comes to prioritizing the
work to be done

* Roughly related to the
Customer Lifecycle



Getting the business’ perspective

Systematic approaches What to look for?

e Do a formal round of  Similar questions to those for
intervi customers
INTErviews * Importance of features

* Always ask the same  Relevant competitors
questions up front when « Expectations of what will change

« What are systematic pain

* Browse through data and « When have priorities shifted
OCCUTr:

 How are databases organized?



Group Activity!



Group Activity

* Think of a research finding  « Further discussion:

that is not being acted upon - Who would take action on it?
as you think it should. - What are alternatives for
Discuss where it has more customers?

Impact: » If this changed, what else do

you think would change inside
your business?

A. Getting new customers
B. Growing existing ones
C. Lowering cost



What changes?



Enrich your findings

» Better present the implications of your findings
» Towards the business
* In the market
* Inside the organization

* Bring data to your reports
* Reiterate the message!



Summary

Through three heuristic approaches we can locate
user data within the larger context of the business:

1. Business model to understand key business
variables

2. Market data to understand what else customers
have access to

3. Internal data to understand what colleagues'
priorities are



Thank you!

Fernando Mondragon, Ph.D. UX Research & Strategy
IG/LI/TW: @DrMondragon$S TW: @ux_and



