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Introduction

Over the past 30 years, many corporations have experienced a shift in how they define requirements for the products and services they deliver.  In the past, the typical objective of product development was to create products with as many features and new technologies as could fit, with little regard for how they would be used.  From this practice came a slew of functionally sound products that were either not useful, or not usable.  Such designs met resistance in the marketplace and producers sought ways to deliver better solutions. A shift occurred as corporations started explicitly considering users in the process of designing new products and services.  By vetting their requirements against customer needs, they were able to create solutions that better met those needs.  Consequently, sales of products designed and developed with a customer-centric focus commonly outsell competing products.  

With this shift toward customer-centric design, the process of researching customer needs and designing solutions to meet them has evolved from a loose set of practices into a design engineering discipline employing empirical methods and grounded in scientific theory.  Companies now hire teams of user experience professionals, who have formal education in psychology, human-computer interaction, human factors, and other such fields.  To meet the demand for practitioners, educational programs have been established by universities, with curricula blending psychology, ergonomics, design, computer science, and industrial engineering.  The United States government has begun to address such issues as the usability of voting and the usability of the government procurement system.  Clearly, the emphasis in product definition is shifting from the technology itself to the usefulness and usability of solutions based upon technology. 

Ironically, despite the value that customer-centric processes promise for companies, during economic downturns usability professionals often have been among the first to be laid off.  When sales are down, management must reduce costs, and costs that appear to be non-essential are cut first.  Perhaps because the usability specialists are relative newcomers to product development organizations, the importance of their contributions is not well understood by some managers. Perhaps the value of their contributions is not fully appreciated by management because that value has not been communicated in business terms, such as return on investment (ROI).

In such times, developers are kept instead of quality assurance personnel.  Salespeople are spared the chopping block, while customer support is slimmed down.  Usability professionals, for some reason, have often also lost their positions, their budgets, or the resources they need to work effectively.  They have been seen as non-essential personnel because they are not directly generating profits for the company.  Through either a lack of understanding or a misguided set of priorities, management failed to see why usability professionals were essential to the success of their company.  

Admittedly, usability professionals can come with a lot of overhead.  The labs in which practitioners run studies and collect customer data are expensive to install and maintain.  Travel expenses to visit customers, coupled with incentives to those customers for their participation, only serve to bloat the budget of the usability team.  Lastly, salaries of usability professionals seem to outpace those of developers or product marketing personnel.  When looked at only on the basis of numbers, it is easy to see why these teams were so commonly laid off when times got rough.

Usability professionals often come from technical or academic backgrounds and they have tended to explain the value of their contributions in technical or academic terms about optimization of the product development process and benefits to users.  Managers readily see those as good contributions, but do not see that they can be among the most cost-effective parts of the development process. When costs need to be cut, a company has clear measures of the cost of the usability team. Those costs appear to be non-essential unless the business also has clear measures — in business terms — of the return to the company from those expenditures.

If the goal of usability practitioners is to practice usability for the benefit of companies and their users, they need to educate corporate management about usability and why it should be given priority alongside other business functions.  Organizations such as the Usability  Professionals’ Association develop and disperse information about the science and business of usability in at attempt to ingrain the concept of usability into the business culture of the world.  However, simply educating people about usability processes is not enough.  In business, the fundamental reason why usability should have priority is the ROI from usability.  For every dollar spent on usability, how many dollars can the company make by avoiding other costs or increasing sales?  

The business case for any development project can be boiled down to two factors: alignment with company strategy and ROI. The number and scope of projects that a company can undertake are limited by available resources. Therefore, companies evaluate prospective projects based upon their anticipated payback. ROI is used as a predictor to identify projects that merit funding. For each potential project being considered, the nature and extent of participation by the usability team needs to be evaluated along with the rest of the development process. Costs and benefits of the usability activities need to be estimated.

Costs of any given level of usability activity are typically easier to estimate than the corresponding returns from that activity. The complexity, length, and organization of most development projects make it nearly impossible to attribute profits to one factor.  An increase in revenues or reduction in costs could be attributed to other factors such as new technologies, fewer bugs, marketing initiatives, or a shift in the economy.  Furthermore, there is seldom a way to measure precisely the increase or reduction because the corresponding revenue or cost that would have resulted from the absence of the usability activities is uncertain.

However, some have attempted to measure the ROI of usability processes.  Most attempts have been in the form of case studies.  In these cases, critical design changes born of usability processes could be credited plausibly with an increase in sales, a decrease in support costs, or other financial benefits.  Practitioners have been able to use these studies as anecdotal evidence to sell their services to management, though there was no specific applicability to the project in question.

The UPA “Usability in The Enterprise” project was initiated to research the ROI of usability processes.  The goal of the project is to develop a standard set of metrics for estimating ROI.  Ideally, these metrics should be easy to track for completed projects, significant when measured, and general enough to be applicable to many different domains.  The process for developing these metrics is multi-faceted.  The first step of the process was to research what metrics practitioners were using to estimate ROI, and how they were measuring results if they were measuring at all.  We sent a short survey to the UPA membership asking them about ROI in the context of their jobs.  This report provides the results of that survey and an analysis of the current state of ROI for usability processes across the industry.
Methodology

We emailed a short survey to the membership of UPA.  This survey sought to determine whether ROI was tracked by the practitioners, and if so, how it was tracked.  The survey posed the following questions:

· Is Return on Investment a relevant factor to your client/organization when planning User-Centered Design activities?

· How do you decide the scope of UCD work that would be cost-effective when you recommend or propose work to an organization? 

· What do you advertise as the perceived business benefits to your organization/client when carrying out or proposing UCD work? 

· Do you or your team use any metrics to determine Return on Investment? 

If respondents indicated that they used metrics to determine ROI, they were also asked to answer the following questions:

· What metrics do you report back to the organization for which you work?

· What is your method for measuring the metrics? When and how often do you measure these metrics? How do you determine whether your measurements are valid?
Results

In total, we received 31 responses to the survey.  Analysis of the six questions was split up amongst 5 reviewers who collated and arranged the data, and then interpreted it, looking for trends in responses.  Four of the reviewers were assigned one question for analysis, and the fifth reviewer analyzed responses from two questions.  Our analysis below has thus been arranged by question.

Question 1:

Is Return on Investment a relevant factor to your client/organization when planning User-Centered Design activities?

	Yes
	No
	Total

	Count
	Percent
	Count
	Percent
	Count

	19
	61%
	12
	39%
	31


Representative Yes Responses

· “It is frequently the main reason for the project”

· “As an agency, ROI is useful when selling in usability - but increasingly, we are talking to our clients about the quality of the user experience.”

· “Absolutely.  Our client understands that if they don’t involve users heavily in up front UI design activities, they will “pay” for it later.  For them, it’s already happened in the form of users not adopting an important application”
Representative No Responses

· “It always is in a conceptual way . . . but I am rarely - if ever - asked to actually do a cost benefit analysis of my proposals for UCD consulting projects.  They simply assume there will be a reasonable ROI.  If they did not believe that, they would not have contacted and hired a consultant.”

· “Working at a consulting company, we don’t have the same challenges that a company does that is creating their own products and having to justify their own user-centered design budgets. For whatever reason, it is rare that clients of ours ask about ROI for these types of activities. It’s likely that they have already done the ROI in house before going outside to seek the support that we provide. We have case studies about how our UCD work has helped clients create and improve products, but most of these case studies are not quantitative in nature.”
Question 1 Discussion

The majority of survey respondents indicated that ROI was relevant when planning their user-centered design activities.  A number of respondents indicated that even though ROI is relevant in their planning, it can be very difficult to measure, and as such, is put on a backburner unless their client specifically asks for an analysis of ROI for the given project.

Question 2

How do you decide the scope of UCD work that would be cost-effective when you recommend or propose work to an organization?
The reviewer generated the following categories based upon the content of the responses.  Some responses fit into more than one category.  There were 31 responses to this question.

Category: Scope Based On Client Requirements

Frequency: 3 of 31 responses

Percentage: 9.6% of responses

· “I usually propose doing what they want.  Rarely, I suggest that they 
might need more.”
· “Again, because we’re a consulting company, our scopes of work are more determined by our clients project needs and how to answer the questions they need answering.”
Category: Scope Based on Practitioner Experience and Rule of Thumb

Frequency: 5 of 31 responses
Percentage: 16.1% of responses

· “We try to follow a standard for usability work when we develop web applications….”

· For me, its "rule of thumb" based on years of experience, rather than based on a project-specific quantitative cost benefit analysis…”
Category: Scope Based on Budget
Frequency: 7 of 31 responses
Percentage: 22.6% of responses
· “Based on available time, budget, and access to users (whether internal or external users). Will recommend as much as is feasible - very much a project-specific decision.”

· “Generally we have an idea of the client's budget and work within that - although frequently we suggest that more needs to be done; the amounts involved are frequently trivial in comparison to the client's business size”
Category: Scope Based on Success Criteria, i.e. as much as it takes
Frequency: 4 of 31 responses
Percentage: 12.9% of responses
· “Let the goal of the project determine the scope of UCD”
· “We set out to do what's necessary to make the product successful. In 
our case, we want usability to be a competitive advantage over other 
software and also over paper-based ways of working.”
Category: Scope Based On Project Timeline
Frequency: 7 of 31 responses
Percentage: 22.6% of responses
· “Scope is typically constrained by time rather than cost.”

· “We usually have time constraints. They guide the scope of the work.”
Category: Scope Based on Resources
Frequency: 2 of 31 Responses
Percentage: 6.5% of responses
· “We have a fixed team size; we do as much as we can with our staffing levels.”
Category: Scope Based on Estimated Impact
Frequency: 5 of 31 responses
Percentage: 16.1% of responses
· “Our usability research incorporates the notion of Impact - how many
people, how often, will experience the impact of this issue?”

· “Business priority, frequency of use, high-value, high-risk, error-prone, difficulty in training and learnability, are all attributes that are weighed out.”

Question 2 Discussion

It is apparent that there are many different ways of scoping UCD projects.  It seems that the difference in priority varies by type of practitioner (independent consultant vs. internal corporate practitioner), formality of process and years of experience, and breadth of the project in question (some projects only require a round of user testing, whereas others incorporate an entire UCD lifecycle).

There does not seem to be any overarching method for scoping UCD projects, based on the responses we collected.  Furthermore, none of the respondents gave direct feedback on determining how cost-effective a given project proposal was.
Question 3

What do you advertise as the business benefits to your organization/client when carrying out or proposing UCD work?

A total of 31 responses were given for this question. The reviewer generated the following categories based upon the content of the responses.  Responses sometimes fit into more than one of these categories.

Category: Product Quality Benefits

Frequency: 14 of 31 responses

Percentage: 45.5% of responses
Description of Category: Most of the people asked do advertise the product quality as a benefit. Some of the quality aspects offered by respondents were: 

· Usable 

· Ease of use (Effective; Efficient)

· Appealing

· Forgiving 

· Learnable 

· Better

· Easier and more quickly accessible

· Adoptable

· Desirable 

· Comprehensible 

· Aesthetic appeal

· Design quality

· more task-focused

· satisfaction


Equally often named were Business Process Quality, SW Development Process Quality and Marketing, Image and Communication

Representative Responses:

· “Better Products”

· “Products that hit the market with better success regarding user adoption, desirability, learnability, and overall usage.” 
Category: Business Process Quality Benefits

Frequency: 11 of 31 responses

Percentage: 35.5% of responses
Description of Category: An important argument is that UCD improves the customers’ business process. UCD increases its productivity (“POSSIBILITY of higher productivity”). One person argued that “employee productivity is a benefit that will not often sell UCD work.” UCD also reduces costs (Customer cost savings"; „cost-reduction, improved business process“; “less employee time spent“) and errors/accidents („reducing errors, accidents, and frustration“). Further, UCD has an effect on “cultural repercussions from users being listened to”.

Representative Responses:

· “My company touts UCD as a competitive differentiator in its market.  I personally try to sell the benefits of making design decisions based on data rather than opinion.”
· Our group focuses on intranet user experience, so our mantra is easier + quicker access to tools and information = less employee time spent, meaning lower costs of doing business and the POSSIBILITY of higher productivity.
Category: Software Development Process Quality Benefits

Frequency: 11 of 31 responses

Percentage: 35.5% of responses
Description of Category: Another important argument is the improvement of SW development Quality. UCD makes SW development processes better (“improved development processes), more scalable („concentrating efforts on the most-used portions of the interface“), more foreseeable (get it right on the first release and can be confident in what we are sending out“; “standard procedures”; “apply repeatable processes and best practices”; “Reduced risk”; “making design decisions based on data rather than opinion”; “increased confidence in the solution”); helps to prevent changes (“systems that don't have to be re-done again and again to meet the original requirements”; “Reduced likelihood of redesign costs”; „Less changes = less development costs”; “Weed out errors before expensive build phase”), reduces the costs for product launch („into customers who needs less training and hand-holding at implementation time“), reduces general costs (“cost reduction”), and reduces Time to Market (“Reduce design/development cycle”; “Quicker production (through adequate self-tests functions)”; “Faster development times, shorter times to delivery”; “getting further down the road faster (e.g. fewer iterations to a better product).”)

Representative Responses:

· “Reduce design/development cycle if we are engaged properly because we leverage our expertise and we apply repeatable processes and best practices”
· “We get it right on the first release and can be confident in what we are sending out.”

· “Improved development processes, which are rarely tested/evaluated by the client except in a general qualitative sense.”
Category: Marketing, Image, and Communication Benefits

Frequency: 9 of 31 responses

Percentage: 29.0% of responses
Description of Category:

Another important argument for introducing UCD was to improve marketing, image and communication. (“communication”; „happy customers“; „customer experience”; “customer satisfaction”; “customer engagement”; “brand loyalty“; “less customer frustration, and meeting customer expectations”; “being part of the communications plan to get the end users excited about participating in the UCD ”; “activities from a communication perspective rather than a functional/usability-led perspective ”)

Representative Responses:

· “We approach UCD activities from a communication perspective rather than a functional/usability-led perspective.”

· “Yes. There are two sides, the first being part of the communications plan to get the end users excited about participating in the UCD and the corporate side with comparing the apples to oranges (current process vs. new UCD enhanced process)”
Category: Increased Sales

Frequency: 11 of 31 responses

Percentage: 35.5% of responses
Description of Category:

Usability is often advertised as a competitive differentiator among the persons asked: („competitive advantage, revenue improvement (average order size, increased conversion rate...)“, “Increased sales over the long term”, “UCD as a competitive differentiator in its market”, “more conversion”, “while increasing satisfaction and sales”, “Sales argument”, “Improved competitiveness compared to our competitors”, “revenue generation”)

Representative Responses:

· “Increased sales over the long term.”

· “A design/product that best meets their customer’s needs thus reducing errors, accidents, and frustration while increasing satisfaction and sales.”

Category: Support Benefits

Frequency: 4 of 31 responses

Percentage: 12.9% of responses
Description of Category:

Even though it was not clear who would save the support costs (developer or customer), UCD seems to be advertised as saving them: (“Less hotline calls”; “Often less dollars spent on training”; “lower support (cost)”) 

Representative Responses:

· “Often less dollars spent on training because of the focus put on user-centered design upfront, as well as, the ease of use factor which often is measurable utilizing metrics around the effectiveness and efficiency of the product.”

· “Less hotline calls.”

· “The better the usability - the fewer phone calls we receive from members/users, and thus more staff time for other things.”
Category: Other

Frequency: 5 of 31 responses

Percentage: 16.1% of responses
Description of Category:

All responses which were not categorized into one of the other classifications were enumerated in this category.

Representative Responses:

· “We recommend usability as a way to improve and validate website designs. When proposing a project, we use our past projects that included usability as examples of how successful usability is in improving website design.”

· “We have had internal customers ask us (during the proposal stage) to
explain how the $$ they might spend on UCD will provide ROI. The
problem is usually that they can't provide key inputs into any sort of
"equation" to project ROI. For example, if the project is about
redesigning an extranet site, the client has to be able to tell you the
value of the extranet (in dollars) and what the value of a better
extranet is (in dollars). You then have to determine how much of a
factor UCD might be in getting to a better extranet, since UCD can't
claim all the increase in value. Of course increases in quality are
hard to project, as is the business impact of increased quality.”

Question 3 Discussion

The responses to Question Three were highly variable, but among the other questions we asked, respondents had the most to say about this particular question.  In light of the fact that most respondents do not measure ROI, nearly all of them offered a well-defined justification for their clients when pursuing usability work.  

Existing case studies regarding the ROI of usability support the general responses we received to this question.  The benefits of implementing usability processes in a product development lifecycle vary based on the type of product it is, what the overall goals for the project are, and what type of practitioners comprise the usability team.

Not surprisingly, the most common response to this question pertained to an increase in overall product quality.  Historically, this has been the impetus for integrating usability processes into the product development lifecycle, with process improvement, sales increases, and decreases in support burden following closely behind.

Question 4

Do you or your team use any metrics to determine Return on Investment? 

	Yes
	No
	Sometimes
	Don’t Know
	Total

	Count
	Percent
	Count
	Percent
	Count
	Percent
	Count
	Percent
	Count

	8
	25.8%
	17
	54.8%
	5
	16.1%
	1
	3.2%
	31


Representative “Yes” Responses

· “Of course.  Again, we do design with a purposeful and managed intent that in some way has impact on business performance.  Some are harder to measure than others though”

· “We only use actual planned, hard dollar savings”

Representative “No” Responses

· “Not currently, don’t know where to start”

· “No.  I know that there are valid widely used measures, but I haven’t worked with these.

· “No.  Our management wants us to qualify the “value” we deliver in dollars.  But, when we ask our internal customers to assign a dollar amount to the value we deliver they tell us we’re asking the wrong question.  They tell us our value is in product quality, customer sat, customer retention, etc.”

· “No, however we do report other metrics that are not ROI, especially number of usability defects found and fixed”

Representative “Sometimes/Rarely” Responses

· “My clients are almost never interested in or willing to pay me to run metrics AFTER a UCD project to determine the ACTUAL ROI.  I would LOVE to do this, because our literature has so few of these post-mortems.  But, my clients have just spent a significant amount on the work itself, and cannot usually be talked into more $$ to measure the actual result of the project”

· “If available and applicable”
Question 4 Discussion

The broad majority of respondents indicated that they did not have any standard metrics for measuring the ROI of their usability processes or rarely use metrics.  However, a number of the respondents who indicated that they did not have metrics also mentioned that they either intended to start tracking ROI or that they hadn’t tracked it in the past due to a lack of metrics.  These comments validate the mission of the Usability in the Enterprise project, in that they suggests there is a need for standardized metrics for tracking the ROI of user-centered design processes.  

There were a few responses that very succinctly dismissed the value of calculating ROI for user-centered design processes.  One respondent referenced an article in Interactions by Dan Rosenberg of Oracle, which sought to debunk many of the common practices of calculating the ROI of user-centered design processes.  The respondent agreed with Rosenberg, stating that tracking ROI was not the most important prerequisite for the success of a UCD team.  On the flipside, Aaron Marcus referenced an article he wrote for the Winter 2002 issue of User Experience which details a process for tracking ROI in a user-centered design project.  Aaron also shared his questionnaire and formula for tracking the ROI of design changes on a given project.

There seem to be competing opinions regarding the value of tracking ROI, as well as competing opinions about the validity of the common metrics used to track ROI.  The topic obviously warrants more debate and discussion, as well as mindshare and consensus from the experts on the topic.  Moving forward, it will be a goal of the Usability in the Enterprise project to weigh the opinions proffered in the vast amount of literature regarding ROI which already does exist, in the hopes of developing a valid and universal metric for calculating ROI.

Question 5

What metrics do you report back to the organization for which you work?
 

The responses to this question were categorized into the following broad response categories.  Responses sometimes fit into more than one of these categories.

Category: Metrics of user behavior and performance, such as time on task, task completion, and subjective preference

Frequency: 11 of 16 responses
Percentage: 68.8% of responses
Representative Responses:

· “Quantitative results from usability tests (e.g., # and type of errors made, task time) and questionnaires (mean/median/mode on rating scale questions).”

· “Task completion. Efficiency of task completion. User satisfaction/brand coherence.”

Category: Business metrics for product being tested, such as order size, dwell time, increase in site visits, and customer preference

Frequency: 8 of 16 responses
Percentage: 50% of responses
Representative Responses:

·  “…Sales, leads etc or for media owner clients visitor numbers and dwell time etc; we have yet to measure changes in brand perception although we would do this if there was budget”

· “percent of users preferring the new system to the old one …percent of users being satisfied with the system”

Category: Support metrics for product being tested, such as support calls per hour

Frequency: 2 of 16 responses
Percentage: 12.5% of responses
Representative Responses:

· “perhaps for call center usage. How many calls are handled per hour, better is risk aversion...losing money due to ill-informed customers. Service reps that have the right information at the right time providing customers the need to know information just-in-time can speak volumes.”

Category: Revenue metrics for product being tested, such as product revenue before and after design change, customer cost savings, development savings

Frequency: 10 of 16 responses
Percentage: 62.5% of responses
Representative Responses:

·  “How much money did we save and where in our budget we saved it. “

· “…Productivity gains - efficiency measures using improved web sites and the corporate intranet garnered through benchmark testing...Development costs - resources saved by using our team vs. contractors or others who don't have our expertise.”

· “Most so far have been related to productivity. To do this, you need to benchmark before and after and report the increase in productivity and transform that to $$$”

Category: Domain or industry-specific metrics, and Other

Frequency: 4 of 16 responses
Percentage: 31.3 of responses
Representative Responses:

·  “Percentage of customers who report their data to Treasury on time; percentage of customers who require retraining each year.”

Question 5 Discussion

One interesting aspect of these data is that only 16 of the 31 respondents provided an answer.  Of those who did provide a response, most reported metrics tied to their methodologies.  For example, time-on-task was an important metric when comparing usability studies of two or more design iterations of a system.  Task success and user satisfaction were also commonly reported metrics.

Of the business-centric metrics which were reported, there was a great variance which seemed to align by the type of system being tested.  For websites, dwell rate, site visits, and conversion were commonly reported.  For support systems, retraining and number of support calls were seen as important metrics for benchmarking and reporting ROI.  Some respondents also directly correlated revenue metrics such as order size, number of sales leads, and product revenue before and after a design change as key to tracking the ROI of their user-centered design processes.

One respondent provided a detailed description of the metrics they use to track the ROI of their user-centered design processes.  There are three components to their approach:

· Efficiency Improvement Metric: Time required for completing each of various significant tasks in the previous release minus time required for completing those same improved tasks in the new release.

· Customer Cost Savings Metric : The savings customers realize as a result of efficiency improvements, calculated as:


n users * n uses * n work days * n seconds saved/3600 * $n wage



where: 

· n users  = number of employees using the software 

· n uses  =  number of times per day the improved feature is accessed

· n work days =  the number of work days per year [for example, 52 weeks * 5 days = 260 days, less 20 holiday/vacation days = 240]

· n seconds saved/3600 = number of seconds saved per use, converted to an "hourly savings rate" by applying the following: [seconds saved / 60 seconds * 60 minutes =  n / 3600] 

· $n wage  = the fully loaded hourly wage [includes fringe benefits]

· Return on Improvement Metric: Projected Customer Cost Savings divided by the Development Cost.  This metric assists product managers in deciding which potential improvements have the most positive impact.  This can be useful if there are several major features under consideration, but only some of them can be built for the next release.

Question 6

What is your method for measuring the metrics? When and how often do you measure these metrics? How do you determine whether your measurements are valid?

The analysis of this question was split into three subsections:

· Question 6A:  Methods used for measuring metrics

· Question 6B: How often are metrics measured?

· Question 6C: Determining validity of measurements

Question 6A Responses (Methods Used for Measuring Metrics)

The responses to this question were categorized into the following broad response categories.  Responses sometimes fit into more than one of these categories.

· Lab-based testing:  7 responses

· User satisfaction surveys: 5 responses

· Traffic log data: 4 responses
· Modelling/estimating savings: 3 responses
· Analysis of call centre logs/requests for help: 3 responses
· Analysis of revenue trends/commercial data e.g. sales, although recognised that this can depend on multiple factors: 3 responses
· A form of expert evaluation (against heuristics/style guides): 2 responses
· Product specific action measurement post implementation, such as change in productivity, number of completed actions/submissions: 2 responses
· Online panel evaluations: 1 responses
· Brand perception, method not given - 1 response, planned for future 
· Benchmark against competitors, method not given - 1 response
Question 6B Responses (How often are metrics measured?)

Most respondents mentioned that measurement of ROI occurred most often to take benchmarks before and after a design change. Several respondents mentioned that clients are often unwilling to pay for measurement of ROI, so the frequency of measurement above the “before and after” (e.g. at key stages during production, or over more extended periods) may be low.

One respondent mentioned that they only make measurements of ROI when a system is being sold (presumably a demonstration of effectiveness).
Question 6C Responses (Determining Validity of Measurements)

Based on the lack of firm responses, this could be an area to be expanded upon for those that choose an ROI approach:

· Only 2 respondents reported an empirical system of metrics validation: 

· Comparison of model (estimate) to actual measures (1) 

· Cross checking against log data from client (1) 

· 2 respondents mentioned more subjective verification 

· Take client through conservative measure to demonstrate that measure is believable. 

· Observation in other tests/questionnaires (1) 

· 2 respondents specifically stated they do not perform validation of measurements.

Question 6 Discussion

Over half of respondents did not provide a response for Question 6.  Of those who did, most indicated that they take measurements of their ROI metrics during user testing or using customer satisfaction surveys.  This follows the notion that most respondents indicated their common metrics are based on their usability methodologies (time-on-task, task success, user satisfaction, etc.).  Most respondents who answered this question also indicated that measuring ROI was not given budgetary preference by the clients they worked for.  When they were given the chance to make measurements, it was often only as proof of concept for a given design change.  There were no detailed examples of how metrics were validated, save for checking actual measurements against models of the metrics.

Conclusions and Next Steps

The survey for which we have provided results in this report was the first step in analyzing the current state of Return-on-Investment metrics in the usability and user-centered design industry.  Based on discussions which took place prior to deployment of the survey, the results we saw were very much in line with expectations.  Project team members, in an initial SIG meeting at the UPA 2004 conference, expressed concern that across the industry, usability practitioners are not developing metrics for or tracking the ROI of their work.

However, the consensus in that meeting was that there is an intrinsic value in developing standardized metrics for tracking the ROI of user-centered design processes.  This notion was validated by the survey, with a number of respondents indicating that though they did not currently measure ROI, they saw a need for doing so within their organizations.  Some respondents also expressed that the only thing keeping them from measuring ROI was the absence of any standardized and industry-accepted metrics.  

A few respondents provided a significant amount of information about their experience with tracking ROI.  Some respondents questioned the need for tracking ROI, and still others criticized the current methods of tracking ROI.  However, the message was clear:  if there were a set of easy-to-measure, valid, standardized, and industry-accepted metrics for measuring ROI, most respondents would be in favor of applying those metrics.

At the practitioner level, there may not be any intrinsic value to measuring ROI, either because there is no time, no budget, or no impetus from management for such management.  However, at the level of the usability community, the creation of a universal set of ROI metrics, as well as the benchmarking of these metrics by industry leading companies, will provide fodder for consultancies as well as corporate practitioners as they try to win business, increase their research budgets, and win allies amongst their decision-makers.

The next step in the process should be to bring together experts on the topic, who have been offering opinions, case studies, and metrics over the years.  These experts, applying their experience, can inform the process of prototyping a set of metrics that are valid, based on solid logical and economic foundations, and that are directly applicable to the business of usability and user-centered design.

