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FOREWORD

I’m very pleased to see this book published. Not only is it an effective, useful, and thorough treatment of an exciting and relevant new interaction design tool, but it represents a clear recognition of the profound sea change that has swept through the software industry in the last few years. That change, of course, is the shift from post-facto testing as a means of improving software behavior to pre-facto design.

Through our Cooper U division, my company, Cooper, offers training in persona-based interaction design. At a recent session, a senior usability professional at a major software company—obviously apprehensive about directly questioning me—asked me why I “had changed my opinion regarding the effectiveness of usability.” What she was referring to was my tendency, a decade ago, to publicly describe traditional usability practices as ineffective and irrelevant, and my more recent stance of detent, or even outright enthusiasm for contemporary usability practitioners.

Although my questioner was bravely asking me a tough question—one that she clearly expected to generate some squirming and backpedaling on my part—the question provoked instead a relaxed smile. She was surprised, but not unhappy, to hear my answer. I replied that I had not changed my opinion at all but rather the practice of usability had changed. It no longer consists primarily of user testing of existing products, but instead now focuses on designing software before construction begins.

In effect, the practice of “usability” has transformed into the practice of “interaction design.” In doing so, usability has become far more effective and, as my interlocutor implied, my relationship to it has changed. It is simply that from her point of view, it looks like I have moved rather than that an entire profession has shifted.


Arguably, what gave the profession the strongest nudge towards its new-found emphasis on design was Chapter Nine of my book, The Inmates are Running the Asylum, published in 1999. In that chapter I wrote for the first time about my invention: personas. I had already been using personas to great effect at my company for four years and had been using them in a primitive form for more than a decade before that.

It is immensely gratifying to see the influence one short chapter has had on the software business. The mere fact that personas have been so widely embraced shows just how extensive the pent-up desire was to make the change from merely evaluating software that programmers had designed to a more proactive stance of designing what those programmers should build.

In The Inmates, my intent was to write a manifesto for executives, exhorting them to gain control of their businesses by gaining control of the design of their software. It was never intended to be a how-to book of interaction design. The main purpose of describing personas in Chapter Nine was simply to show that my notions of interaction design were far more rigorous than the word “design” might conjure up in the mind of an exec whose only other exposure to the term was in the context of advertising.

Interaction design is a complex and difficult craft and requires good tools like any other. The popularity of personas has exploded because they are the foundational tool upon which the practice of interaction design rests. Interaction design is about making a particular group of humans effective at achieving a narrow set of goals. Because using personas is a remarkably powerful technique for bringing those humans and their objectives into focus, it becomes the most critical tool for designing the behavior of software.

In this volume, John Pruitt and Tamara Adlin give us the most complete description to date of what personas are, along with useful instructions on how to apply them. While other usability textbooks might devote a chapter to personas, this is the first one to give the topic the full attention it deserves. They unstintingly present the strengths and weaknesses of personas, along with detailed descriptions of how to introduce them to your organization, including particular emphasis on overcoming the wave of protest that is to be expected in any high-tech organization when non-programmers introduce a new idea.

Pruitt and Adlin also demonstrate their talent for unearthing real-world stories of how early adopters have applied personas. In this volume they gather together some of the most useful experiences from the field in applying personas, including voices of our most capable practitioners sharing their own wisdom gained in the heat of battle. These stories are presented as easily digestible sidebars scattered throughout the book.


Any usability professional will find this book indispensable, but you don’t have to be a software designer to benefit from its contents. Anybody whose work depends on software quality (and that’s about everyone these days) will find personas—and this book—a useful tool for improving the quality of your software and the success of your business.




Alan Cooper
Chairman
Cooper
www.cooper.com
24 August 2005
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1 THE NEXT FRONTIER FOR USER-CENTERED DESIGN

Making User Representations More Usable


Imagine all the people, sharing all the world.

You may say I’m a dreamer, but I’m not the only one …

—John Lennon, lyrics from Imagine



We would like to introduce you to Tanner, shown in Figure 1.1. Tanner is a nine-year-old boy who loves to skateboard, play video and computer games, and generally run wild — all of which he prefers to do instead of schoolwork. Tanner doesn’t sit still for long, and would rather spend time interactively on the PC than watch TV. Tanner’s mom is Laura, who likes to say that Tanner holds the record for most Band-Aids required for a single human being. Tanner is a pretty regular kid, except in two significant ways:


	Tanner is the most influential member of a product development team at a midsize software company.

	Tanner is imaginary.



This book is all about powerful imaginary people — personas — who can help you build products that real people actually like to use. Personas are detailed descriptions of imaginary people constructed out of well-understood, highly specified data about real people. We believe that when you use data to create personas, and use personas in a thoughtful way during the product development process, you will:



	Increase your products’ usability, utility, and general appeal

	Streamline your teams’ processes and improve your colleagues’ abilities to work together

	Enable your company to make business decisions that help both your company and your customers

	Improve your company’s bottom line.



Tanner and personas like him are ready and willing to help you do all of this. All you have to do is bring them to life and give them jobs. This book is here to help you do that.


[image: image]
FIGURE 1.1 Tanner.



YOU ARE ALREADY A PROFESSIONAL IMAGINER

Whether you realize it or not, imagining people is already part of your job. If you picked up this book, you are probably paid to participate in the design and development of products for people — consumers, workers, and businesspeople of all sorts. You probably also know how difficult it is to understand who these people are: what they want out of your products, how they get things done, the contexts in which they work and live, and how they differ from you. To build your products and build them well, you have had to become a professional imaginer, someone who builds a relatively concrete mental image of the people you imagine will be using your products. You can imagine things about people all day long, but it is difficult to know if the people you envision using your product bear any resemblance to the people who will actually purchase and use your product.

No matter what we are designing, building, or helping to build, we want our products (including software, hardware, consumer goods, and services) to be useful, appreciated, and profitable. We want to help create products quickly and cost effectively, but with the right set of features and good quality. We want these products to hit the market and instantly inspire demand, desire, and loyalty. We want people to use our products repeatedly and happily, encountering just the right functions at the right times and finding that the products grow with them as they develop expertise. We want our efforts to result in products that delight people, and to delight people we have to have some idea of who these people are and what they want.

In the best of all worlds, everyone working on a product would always be thinking of the needs of every person who will ever use the product. Real information about users would inform every decision and the resulting product would perfectly satisfy everyone who uses it. In practice in the real world, however, it is difficult to get everyone working on a product to think about users at all. To deliver on the promise and benefits of user-centered design (UCD), we have to find creative ways of injecting accurate information about real users into the chaotic world of product development.


THIS BOOK IS ABOUT BUILDING PRODUCTS FOR PEOPLE


Somehow, we must find again our sense of individual values, lost in this century of enormous technological advance. This very freedom that mechanical aids are giving us has welded us into unmanageable megalopolises, where people are anonymous numbers and where communication with our fellow man seems a minus quantity. We must restore the warmth and spirit we had in the smaller community. I hope that in our leisure time we will once again know our neighbor — and, if everyone knows his neighbor and learns to live with him, the entire world will be at peace.

— Henry Dreyfuss, Designing for People

[Dreyfuss 1955, p. 261]



This book is intended for anyone who participates in designing and developing products for people. In particular, it is for those of us who think that understanding people and their environments is the first step in, and the ongoing challenge of, creating good products. The methods described in this book will help you turn data about your users into exemplars of the people who will use your product—into “personas.” Personas are clearly defined, memorable representations of users that remain conspicuous in the minds of those who design and build products.

This book addresses the “how” of creating and using personas to design products that people love. Our book doesn’t just describe the value of personas; it offers detailed techniques and tools related to conceiving, creating, communicating, and using personas to create great product designs. We provide rich examples, samples, and illustrations for persona practitioners to imitate and model. Perhaps most importantly, the book describes personas as a method complementing other UCD techniques, including user testing, scenario-based design, and cognitive walkthroughs.

WHY DO WE NEED PERSONAS?

It is a rare product indeed that does everything you want it to do in the way you want to do it. Why? Despite the fact that building products based on what real people need and want seems obvious, putting users (i.e., information about users) truly at the center of the design and development process is extremely difficult. Why is it so difficult to be user centered? The problem is threefold.


First, being user centered is just not natural. Our more natural tendency is to be self-centered, which translates to taking an approach to product design based on our own wants and needs (at times even if we are not actually a user of the product). As Bruce Tognazzini points out, we sometimes even seek out users who are just like ourselves to provide feedback on our designs [Tognazzini 1995, p. 230]. Self-centered design is perhaps better than technology-centered design, but most of the time the people on your product development team are not representative of the target audience for your product. Self-centered design results in inadequate products.

The “forever-blinking” VCR clock is a classic example of self-centered design.


For almost as long as the average American has been alive, people have been driven nuts by the flashing “12:00” of their videocassette recorder’s clock. That flashing “12:00” has become a symbol of technology as tyranny, taunt, impotence, ignorance, intimidation, humiliation, stone in the shoe and pain in the butt. It stands for innovation created without humans in mind. Yet humans have grown to live with it. To expect it. To adjust themselves to the selfishness of these machines. Like sheep [Garreau 2001].



Most VCR designers include the clock-setting function in the menu of functions for the VCR because keeping all such functions grouped, and controlled by the same set of buttons and actions, makes sense to the programmer. Evidently, what makes sense to the programmers does not make sense to people who have, somehow, managed to set many other types of clocks. Because they are asked to do a familiar task in an unfamiliar and unnecessarily complex way, many VCR owners choose to live with the blinking “12:00.” For other examples of self-centered (and otherwise broken) designs, see Mark Hurst’s Web site at www.thisisbroken.com.

Second, users are complicated and varied. It takes great effort to understand their needs, desires, preferences, and behaviors. And unfortunately, it is sometimes the case that pleasing some users in a given situation necessarily conflicts with pleasing others.

Third, those doing the user and market research to understand who the users are and how they vary (and others who are just more in touch with your users, such as the sales team or the support team) are not typically the people who actually design and build the product. If the important information about users isn’t available at the right time, or is difficult to understand or to remember, product teams forge ahead with designing and building features they think the users would like (or more likely, what is easiest and least costly to build). We need better methods that put users at the center of our product teams’ efforts.


The word “user” isn’t very helpful

When UCD was a new idea, simply introducing the word user in a design and development process was powerful: it challenged the status quo. Unfortunately, incorporating the word user in everyday corporate discourse is not enough to foster effective UCD.

Everyone (we hope) assumes that they are building products with users in mind. In most organizations, anyone asked about this would probably answer, “Yes, I think about the user a lot.” However, people who talk about the user are almost never asked to further define the term, and it is a sure bet that each person in the organization would describe “users” in a different way. If everyone in the organization does not have a clear and consistent understanding of who they are building the product for, the product is much more likely to fail. It is our contention that the word user cannot provide the clarity required. In fact, this is an underlying tenet of our book, as expressed in the following [McGovern 2002].


“User” is a catchall and ultimately a mean-nothing word. It reflects a technology-centric, rather than a people-centric, view of the Web. To call someone a user is largely meaningless … The phrase “user-friendly” should never have had to be invented. It implies that technology is inherently hostile and that a new discipline — usability — had to be invented to make it friendlier. After all, we don’t refer to cars as “driver-friendly.” We don’t refer to bicycles as “cyclist-friendly.” We don’t refer to chairs as “bum-friendly.”

— Gerry McGovern, gerrymcgovern.com



We need to move beyond our habit of referring to “users” and find a better way to communicate about and focus on real people — the people we want using our products. Companies that produce consumer products must become user focused, in the sense that emergency rooms are “injury focused.” In an emergency room, it is not enough to convey that a person is injured. Doctors need to know the type of injury, the part of the body injured, the severity of the injury and its effect on vital statistics, and so on before they can identify the critical cases and decide on a course of treatment. Similarly, it is no longer enough to proclaim that something is being built for the user. We need much more information to make the difficult decisions that result in effective products.


When we try to understand users, we collect data


It is necessary to know the class of people who will be using the system. … By knowing the users’ work experience, educational level, age, previous computer experience, and so on, it is possible to anticipate their learning difficulties to some extent and to better set appropriate limits for the complexity of the user interface …

— J. Nielsen [Nielsen 1993, p. 74]



Companies routinely conduct many types of user and customer research. They identify likely users of planned products and attempt to make direct contact. They employ interviews, field studies, phone and Web surveys, focus groups, site visits, server log analyses, user testing, support call tracking, and beta program feedback. They collect photographs and artifacts, write up interview notes, perform task analyses, and document observations about the ways people approach and complete tasks.

What do people do after they collect a lot of data? They analyze it, extract information, and write reports — big, long reports. Such reports are full of incredibly useful information. Shouldn’t this be enough to establish a company-wide detailed understanding of users and their environments and activities?

Raw data isn’t inherently useful, and neither are most reports

What happens to voluminous reports in your organization? What do you do when given a rich, detailed report? Some of you skim through it, some read it carefully, and some toss it on a pile of other important documents. Reports on users (or customers) and their needs are not always seen as relevant, and even if they are, the reports themselves are often cumbersome, tedious, and difficult to apply in the day-to-day development process. Ironically, many of us create work products (such as reports on users, target customer analysis documents, and even user profiles) that are not very usable for our target customers — the members of our teams.

Whether or not data is examined and reports created and read, most people working on a product develop ideas about the product’s users. As the product development process continues, people throughout organizations make thousands of decisions related to product planning, design, technical development, and marketing, many of which are based on assumptions about users.

As often as not, even people who have read reports on users end up with an ongoing conception of the user based on a few facts and a loose set of assumptions, all tinted with personal experiences and biases. By the time our colleagues get around to shaping their conceptions of users, the reports that contain insights useful to this process have long been buried under piles of specification documents, design plans, strategic messaging plans, and many other documents related to the product.


Of course, long reports are not the only way to communicate insights about users. Video clips, summary presentations, posters, and other artifacts can convey important data points. These artifacts are products unto themselves, requiring significant effort, creativity, skill, and thoughtful decision making. For example, Sleeswijk Visser et al. [2004] created a “personal cardset” containing illustrative diagrams, narrative, quotes, and photos to facilitate designer insights from user research (see Figure 1.2). The personal cardset (just one of the many design tools the authors have created for context-mapping research) was developed specifically as an aid to the members of a design team in working collaboratively with user data. They even designed using white space to allow designers to write or draw directly on the cards. But even with such rich artifacts to communicate user data, the lion’s share of user insights tends to get lost somewhere on the road to a finished product. Why does this happen?

Communicating insights about users is tricky. Insights regarding users suffer the same fate as messages we tried to pass to one another in the childhood game of Telephone. One person starts with what she believes is a clear message and whispers it to her neighbor. The neighbor whispers it to the next person in line, and so on. Inevitably the message, if it is passed on at all, is slowly altered in the process, so that the last person in line hears something radically different from the original message. The same thing happens to information about users as it is passed from person to person. The original message loses clarity, data and assumptions are mixed, and the result is a picture of the user built on random details that vary from person to person.

Understanding your users is necessary, but not sufficient, for good design

Methods for including user information in the design and development process, usually in the form of a “user requirements” section in a specification document, are not very effective (even though such documents are often very detailed and sophisticated). Design and specification documents are not necessarily adhered to. Tiny adjustments are made often — and understandably — as the product developers do their work. Thus, design and specification documents become inaccurate over time. Technologies change, time pressures mount, executives change their minds, the competitive landscape changes, a developer has a pet feature or technology she “just has to work on,” and even the “final” specification is slowly abandoned in the day-to-day reality of finishing the product.

Once we do understand the user, and even if we effectively communicate that understanding, we still have to tackle the difficult challenge of incorporating that information in the design of the product. Good designs help people achieve their goals and capitalize on the potential of the technology, and they are not easy to achieve. There is no tried-and-true method that helps us make the leap from existing people, products, and problems to innovations that delight and make a profit.
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FIGURE 1.2 The front and back of an example personal card from Sleeswijk Visser et al. [2004]. The focus of these cards is shaving products. Each card represents a single real user. (We’ve translated these cards from the original to give you a sense of the content)



Much of what we do as user-centered product designers is unsystematic. Our process seems more like alchemy than a structured and dependable methodology and, although there are principles on good interaction design, even the most educated and skilled designer often gets it wrong initially. Moreover, no product is ever built in a day. Even the best design is changed during implementation. Therefore, good designs tend to be those that have been evaluated (by both the product team and the intended users) and iteratively reworked many times according to a consistent and well-maintained vision.

No matter how much work we do to understand our users, we still encounter fairly predictable problems when trying to use data to design great products:


	It is difficult to identify and communicate the information that will help a product team understand its users.

	Even if user information is well communicated, it might not be interpreted consistently. How can you ensure that your team isn’t building products in a situation in which “the user” might be interpreted slightly differently by members of the team?

	Once everyone on your team does have a consistent and shared understanding of the user, how do you use this to inform and direct your product design decisions? It is not easy to bridge the chasm between current user roles and tasks and the roles and tasks you want to support in a new way with a new system.

	Once design decisions have been made, how should user information be used to evaluate the design and ensure effective implementation?



As we look to the future, UCD professionals are expanding our vision. Rather than simply creating user interfaces (UIs), we are working to create rich and complete user experiences. This ideal is more difficult to achieve than simply creating a usable package, and requires a greater focus on the part of product teams regarding the target audience of those experiences.

PERSONAS HELP MAKE USER-CENTERED DESIGN POSSIBLE

How do you get the people who are designing and making decisions about your product and those who are actually building it to embrace information about users? To take it a step further, how do you get them to empathize with user perspectives and take them as seriously as those elements that affect their own daily development jobs? You need a variety of tools to make this happen. This book offers one such tool that, although immensely popular and frequently discussed, until now has been only loosely described to practitioners. Enter personas.

Personas are fictitious, specific, concrete representations of target users. The notion of personas was created by Alan Cooper and popularized in his 1999 book The Inmates Are Running the Asylum: Why High Tech Products Drive Us Crazy and How To Restore The Sanity [Cooper 1999]. Personas put a face on the user — a memorable, engaging, and actionable image that serves as a design target. They convey information about users to your product team in ways that other artifacts cannot.

Personas will help you, your team, and your organization become more user focused. Consider the following story by Meg Hourihan regarding her discovery of and experience with personas.



Story from the field

TAKING THE “YOU” OUT OF USER: MY EXPERIENCE USING PERSONAS

— Meg Hourihan, cofounder and former Director of Development, Pyra

The Best-Laid Plans …

In 1999, I cofounded a small San Francisco-based start-up called Pyra. Our plan was to build a web-based project management tool and we chose to focus initially on Web development teams for our target audience since, as Web developers ourselves, we had intimate knowledge of the user group. We considered ourselves to be good all-around developers, competent in both interface and back-end development. We also assumed we were developing our product (called “Pyra” for lack of a better name at the time) for people just like us, so we could make assumptions based on our wants and extrapolate those desires for all users.

At this time, Microsoft had just released Internet Explorer 5 (IE 5) for Windows and we were anxious to use its improved standards support and DHTML in our application to make the interface as whiz-bang as possible. So we set to work building the coolest Web application we could, taking full advantage of the latest wizardry in IE 5 for Windows. Development was chugging along when Alan Cooper’s The Inmates Are Running the Asylum was released and I picked it up. When I got to the chapter discussing the use of personas. I was intrigued. Though I was confident in our approach, creating personas sounded like a useful exercise and a way to confirm we were on track.

Discovering Personas

Cooper’s personas are simply pretend users of the system you’re building. You describe them, in a surprising amount of detail, and then design your system for them. Since you can’t build everything for every persona (and you wouldn’t want to), the establishment of a primary persona is critical in focusing the team’s efforts effectively. In our case, the development of personas helped us recognize that the target audience we’d chosen, Web development teams, wasn’t as homogenous as we first assumed. Not everyone who’s involved in Web development is gaga for DHTML or CSS — some people on the team might not even know what those acronyms stand for, a simple fact we’d failed to consider up until this point.

Our team stopped working to discuss personas and we agreed it sounded important enough to devote some time to it. As we sketched out our various personas (a project manager for a large company whose corporate standard was Netscape 3, a Web designer who worked on a Mac, an independent consultant who worked from home), it became apparent we had made some bad assumptions. Not only were the personas not all like us — our personas wouldn’t even be able to use the system we were building for them! We’d been so blinded by our own self-interest we failed to realize we were building a useless team product. We were cutting ourselves off from the people who would most likely make the decision to use the tool— and no project team would sign up for Pyra because an entire project team couldn’t use it.


We were a month away from releasing the beta version of Pyra at this point, but we knew what needed to happen. We had to go back and redo our application to work for Netscape and IE, for Windows and Macintosh, and in doing so we needed to reevaluate our tool using our personas (specifically our primary persona) rather than ourselves or the mythical “user” to guide our decisions. So that’s what we did, pulling out all our beloved DHTML and remote scripting so that our 37-year-old project manager persona could access the application from her home office in Seattle on a Saturday afternoon. Though the rework delayed our beta release by two months, it resulted in a tool our potential customers could use immediately.

Learning Hard Lessons

Through the process of developing personas, the mistakes we’d made became clear to us:

Mistake 1: We chose flashy technology over broad access.

We allowed the geeky part of our personalities, with its lust for the newest and greatest ways of doing things, to overwhelm the decision-making process. Though there was a sense at the beginning that we needed to support other platforms, we let our desire to use the newest “toys” change the priority of doing so, This is a common mistake programmers and engineers make but one which can be avoided through the use of personas. Interestingly, when we redid Pyra based on our personas’ needs we didn’t lose any of the previous functionality—we only changed how it was done (e.g., reverting to less elegant page reloads rather than DHTML client-side changes). The previous version had only been impressive to fellow geeks like ourselves, but we hadn’t realized that. More importantly, the essential features of the tool were never lost; by redoing the product, we made those features available to many more people.

Mistake 2: We assumed users would be more impressed by a robust interface they couldn’t use than by a less elegant application they could use.

Again, our technical hubris blinded us into thinking that potential customers would be impressed by how we built our functionality, not by what the underlying features were. We let our wants come between our product and our users.

Mistake 3: We thought we were the primary persona.

While we shared common goals with some of our personas, and though one of the personas we developed was very similar to the members of our team, none of us was the primary persona. Defining a primary persona prevented us from releasing our original tool with its issues around broad access.


Less than a month after the beta release of Pyra, we released a second tool, Blogger. Though we didn’t create formal personas for Blogger users, the experience we gained by using personas infused our company’s approach to building Web applications. Any time the word user was mentioned, questions flew: “What user? Who is she and what’s she trying to do?” Our work with personas increased our awareness of our audience and their varying skill levels and goals when using the application. The use of personas helped move all our discussions about the application, not only those related to the interface, away from the realm of vagaries and into tangible, actionable items (e.g., “It should be easy to create a new blog.” “Easy? Easy for whom?” “It should take less than a minute to get started”). We developed a system of familiar, conversational personas on the fly, focusing on the primary persona without going through the formal process.

In retrospect, some of this sounds like common sense, and yet time and time again I find myself looking at an interface and making assumptions based on how I’d like it to work. Like a recovering substance abuser, it’s a constant challenge for me to refrain — I can always imagine that I’m the user. I’ve carried the lessons I’ve learned through their development with me for the past three years to other projects and engagements. The use of personas resulted in a fundamental shift in the way I approach not only interface design but application architecture as a whole.



As Meg Hourihan’s story illustrates, personas have many benefits:


	Personas make assumptions and knowledge about users explicit, creating a common language with which to talk about users meaningfully.

	Personas allow you to focus on and design for a small set of specific users (who are not necessarily like you), helping you make better decisions.

	Personas engender interest and empathy toward users, engaging your team in a way that other representations of user data cannot.



Let’s examine each of these benefits in more detail.

Personas make assumptions about users explicit

You have likely heard people in your company say things like “Our customers would never buy that,” or “Users won’t understand that.” Everyone you work with carries assumptions about their customers or users. These assumptions — inevitably full of personal, cultural, or corporate bias — remain individually held, often completely hidden from colleagues, and perhaps even unknown to the people holding them. Whether or not you surface these assumptions, they will affect the design and success of your products.



Story from the field

PERSONAS HIGHLIGHT DIFFERENCES IN ASSUMPTIONS

— Bob Murata, Katja Rimmi, and Sheryl Ehrlich, Adobe Systems

A few years ago, when personas were first coming into vogue, many of the designers on the User Interface Team at Adobe started to generate user profiles and personas to drive discussion with their product team members.

However, as more and more profiles and personas were created it became increasingly evident that there were subtle differences in how the various product teams viewed their core customer bases. For instance, although Photoshop and Illustrator had both created a “Graphic Designer” user profile, the descriptions of the work done by such a user differed between the two teams. Interestingly, about this same time Adobe made a strategic shift to concentrate on creating an integrated suite of products for the “Creative Professional,” instead of focusing on individual products. For this strategy to work, it was critical that the product teams share a common understanding of their target customers, so that they could develop the right cross-product workflows. The creation of user profiles and personas helped surface differing assumptions that would have otherwise gone undetected. Those user profiles and personas then served as a basis for discussing which cross-product features and workflow should be pursued and developed.



Simply surfacing assumptions and agreeing on a single set of them can enhance communication and help a team build a better product. However, there is no substitute for data. Our first goal as product designers should be to build a shared, data-driven, well-communicated vision of the user to focus the efforts of the product team.

Personas humanize vast and disparate data sources by capitalizing on our ability to remember details about individual people. In so doing, they provide a usable alternative to referring to the nebulous “user.” In other words, personas do the job of creating a concrete, focused, and stable definition of your audience.

Personas place the focus on specific users rather than on “everyone”

Although personas have generated a lot of buzz in the product design community in recent years, and techniques of using abstract representations of users have been around for quite a while, the idea of designing products for a small set of concretely defined users is still a fairly new — and radical — idea for most of us. After all, most of us have a difficult time defining our broad target markets in the first place. We are convinced that we have to build products that will solve problems for, and appeal to, as many customers as possible, so that our products sell well and stay competitive.


We work in a world in which technology changes at an unbelievably fast rate and processing power increases dramatically almost every year. We are used to building products that undergo a process of version development, wherein subsequent versions add features to match those of our competitors, to take advantage of increased technical capacity and to meet the requirements of our customer bases. We live in a corporate culture of “more is more” and tend to build products accordingly. The definition of any target audience tends to be the all-encompassing “everyone.”


Story from the field

BUILDING A BUSINESS ON CUSTOMERS’ GOALS

— Ken Seiff, Founder of Bluefly.com and CEO, Glowcast Ventures.

When I first heard about the concept of personas, a light bulb went off. It was so brilliantly obvious. By designing our business to address our customers’ goals, we directly increase customer satisfaction, which, in turn, directly impacts three main drivers of profit: a customer’s likelihood to purchase, their likelihood to visit in the future, and their likelihood to recommend our business to a friend. There couldn’t possibly be a simpler, more powerful idea upon which to build a business.



In limiting our choices, personas help us make better decisions

In The Inmates Are Running the Asylum, Alan Cooper states, “To create a product that must satisfy a broad audience of users … you will have far greater success by designing for one single person” [Cooper 1999, p. 124]. The idea of building a product with a single user, or a small selection of users, in mind seems to completely contradict the mind-set of our industry. At face value, it seems to suggest that if you limit the features and functions of the product you design to those that will satisfy just a few very specific people you will somehow build a successful product.

At first, most balk at this idea because it seems unnecessarily restrictive and dangerous. The thought of limiting our product designs to satisfy just a few people is terrifying. What if only those few people we design for purchase our product? Worse, what if we choose the wrong people to design for? Isn’t it safer to design a product that the greatest potential number of people will like?

In his book The Paradox of Choice: Why More Is Less, Barry Schwartz asserts that having excessive choices can make people feel more trapped, less happy, and less able to make good decisions than they would if they had fewer options [Schwartz 2004]. His argument has some interesting implications for the world of product design and may explain why personas, which embody a constrained set of user characteristics and enable (or even force) us to eliminate many choices, can free us to make better decisions and therefore better products.


At the start of a product development cycle, there are typically a lot of ideas for features and someone (or a group of people) has to decide which features are worth developing. Most companies realize that building every possible feature is not an option due to limited resources and, more importantly, the understanding that trying to build every possible feature tends to result in products that satisfy no one. Every time we start a new project we are faced with trade-offs, and “being forced to confront trade-offs in making decisions makes people unhappy and indecisive” [Schwartz 2004, p. 125].

Schwartz describes findings of research studies in which people were forced to make tradeoffs similar to those we have to make when designing products. The research found that in being forced to make trade-offs we face the stress of selecting wrongly, the regret of possible missed opportunities, and a natural aversion to loss. For example, Schwartz argues that at some level stakeholders feel that every feature they decide not to build could be the reason the product fails (and no one wants to have been the one to have established a low priority for that key feature). When the stakes are high and mistakes are perceived as costly, research finds that the tendency is to avoid making any decision. If a stakeholder avoids making the decision of which features not to build, the result is feature creep and a product that in trying to appeal to everyone satisfies few.


Story from the field

CUSTOMER FOCUS CHANGES THE GAME

— Brian Schlosser, Chief Executive Officer, Attenex Corporation

Competitors lurk at every turn ready to steal the revenue that I need to keep my engineering department in Krispy Kremes and lattes. No matter what new feature my company develops, competitors will tell innocent prospects that they already have it or it will come out in the next release. Then they claim that their new innovations will make our software obsolete. There is no way that my team can outrun their unscrupulous marketers. Feature wars could kill the company.

One way to respond is to change the game. Because the competition can always respond to features, we find it useful to market the things that make our company unique. Attenex invests a significant portion of its budget in the development of personas, Maps, and other tools to create a superior user experience. [For more details on “Maps,” see Chapter 10: “Reality and Design Maps.”] Our user experience group is focused on matching our mature persona’s needs with each specification before any code is written. Our understanding of the customer is a competitive advantage that others can’t take.

Competitors who readily claim to have any feature or capability that we release are often flummoxed when called on to explain the process that their company uses to achieve user delight. For Attenex, one key to our success is to do more than talk about what we make; we focus on who we make our products for.




In his final chapter, Schwartz encourages us to “learn to love constraints” because “choice within constraints, freedom within limits, is what enables [us] to imagine a host of marvelous possibilities” [Schwartz 2004, pp. 235–236]. Personas are helpful because they are constraining. Personas clearly define who is and who is not the target user (or customer) for the product and thereby make some of the decisions for us. For example, if the primary persona for a product doesn’t have broadband access we have no choice: we cannot create a design that requires broadband. Every detail we include in our personas limits the number of choices we have to make. Personas define a tight domain within which the product needs to perform. Within that domain, personas free us to explore all of the “marvelous possibilities” for the product we are designing.

From the very beginning of a product development cycle, personas can be there to provide data in the form of the “voice” of the user, which can reduce feature debates and refocus projects. In this regard, personas offer a consistent target-audience vision. Perhaps this is why, paradoxically, designing for just a few well-defined personas increases the likelihood that many people will love your product.

Personas engage the product design and development team

Of course, you could likely obtain the benefits mentioned to this point by invoking other UCD techniques and by using representations of users other than personas. So, what is the overriding benefit of personas compared to similar techniques? We believe it lies in the way personas can engage your team.

Personas are fun. Just like characters in books, TV shows, and movies, personas evoke empathy and inspire the imagination. People on a product development team can relate to personas and become active participants in bringing the personas “to life.” We have witnessed team members becoming attached to personas.

As comically illustrated in Figure 1.3, we have seen product teams treat personas as real people, arguing with conviction on the persona’s behalf and sometimes even expressing a sense of sorrow when a persona is retired from duty upon release of a product. This happens in part because personas are detailed, specific, and personal. When created from meaningful data, they have a credibility other representations lack.

We provide several case studies throughout the book that discuss this characteristic of engagement. In one of the contributed chapters later in this book (“Why Personas Work”), Jonathan Grudin provides an interesting discussion regarding why personas have this power and provides insight on how to exploit it. For our purposes here, suffice it to say that personas can help your product team become user focused in an intense, compelling, memorable, and fun fashion. If personas are created with rigor (i.e., utilizing rich data and a systematic process), the resultant user focus is deep and meaningful, educating your broad team with relevant information about their most important users. For product teams new to UCD, personas can pave the way for other highly beneficial (albeit more costly) methods such as iterative user testing and longitudinal ethnographic research.
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FIGURE 1.3 Personas make it easy to imagine the real people who will eventually use the product you are designing and building. Personas inspire teams to develop stories about the ways their products will be used, and can even inspire the type of loyalty Janae is enjoying in Tom Chi and Kevin Cheng’s cartoon! (Image courtesy of www.ok-cancel.com. Copyright © 2004. Tom Chi and Kevin Cheng. All rights reserved.)




Story from the field

PERSONAS ARE ESSENTIAL TO EFFECTIVE DESIGN

— Harley Manning, Forrester Research

As a leading industry analyst, Forrester Research has the unique opportunity to look at the business practices across hundreds of companies. From this perspective, we know that successful design efforts have resulted from the adoption of a disciplined approach called “scenario design.” The premise of scenario design is simple: No Web site, IVR system, kiosk, or software application is inherently good or bad; it can only be judged in terms of how well it supports the goals of its intended users. This seems simple (and maybe even obvious), but sadly it is not. That’s because many of the firms we study know little about their users and user goals that are useful to a designer. Most firms rely on simple customer profiles based on traditional market research to provide user data. But we’ve found that personas, informed by qualitative research, are a much more useful representation to guide design, particularly when used in conjunction with scenarios.


For example, a typical customer profile at an auto manufacturer might tell you that a prospect is 25 years of age, lives in Chicago, earns $50,000 a year, and is buying her first new car. But it doesn’t tell you where she starts her buying process: by talking with friends, reading a consumer magazine, or conducting research online at either a consumer site or a manufacturer site. It also doesn’t tell you the information most important to her purchasing decision (price? safety? style? gas mileage?), how she will choose a dealer (proximity? reputation?), or whether her overarching goal is to feel good about her decision or simply tick a chore off her list.

Lacking this information, businesses make bad design choices and often have difficulty making any decisions at all. Ford.com is a case in point. That Web site is the corporate portal to all Ford brands, including Ford vehicles, Volvo, and Jaguar. As a result, the site managers have a “steering committee” of almost 100 stakeholders from the individual brand sites that get traffic from the portal. Prior to adopting the practice of personas, even a simple decision could bog down in conflicting agendas. But now the design team uses three personas that represent all new car buyers to create a common view of the customer and win quick approval from the various divisions.

Personas don’t just help industries selling high-consideration products, either. The manager of the corporate Web site at a giant consumer-packaged-goods manufacturer told us that she floated over 20 design proposals that were rejected because internal stakeholders couldn’t agree. Within days of creating personas, she finally won approval for a design and is very happy with the business results the design produced.

Personas can create cross-company buy-in on who the most important customer segments are and what they want and need, which in turn provides an instant litmus test for whether you are making good design decisions or bad ones. These examples illustrate why creating a shared understanding of customers and their goals by embracing personas is the thing to do if you do nothing else.




USER REPRESENTATIONS ARE NOT NEW AND WE CAN LEARN A LOT FROM THE PAST


Joe and Josephine are austere line drawings of a man and a woman, and they occupy places of honor on the walls of our New York and California offices. … They are part of our staff, representing the millions of consumers for whom we are designing, and they dictate every line we draw. Joe and Josephine did not spring lightly to our walls from the pages of a book on anatomy. They represent many years of research by our office, not merely into their physical aspects but into their psychology as well.

— Henry Dreyfuss [Dreyfuss 1955 (2003 ed.), pp. 26–27]



Industrial designer Henry Dreyfuss calls Joe and Josephine the “heroes” of his book Designing for People. Dreyfuss is only one of many who have created representations of users to inform the efforts of product development. Over the years, several methodologies have arisen for consolidating, communicating, and employing user data and information developed via user representations. We believe it is worthwhile to understand and borrow from these representation techniques. Throughout this book we expand on many of the ideas laid out by the pioneers discussed here. The following pages provide a brief chronology and description of the history of user representations in product design.

Representations of users in marketing and branding

Although this book focuses primarily on personas as effective user representations for product design, there is considerable precedent for user representations in marketing and branding.

Sissors’ and Weinstein’s market definitions

The basic idea of defining a market dates back at least to the 1960s. Although not the first to deal with the topic, Jack Sissors’ 1966 article “What Is a Market” is a classic that helped introduce the concept of user representations to the world of business [Sissors 1966]. Sissors discussed how important it is to define who you are trying to sell to if you want to have a successful product. Many practitioners have built on this foundation to create increasingly specific representations of target customers. In his 1998 book Defining Your Market: Winning Strategies for High-tech, Industrial, and Service Firms, Art Weinstein describes a detailed approach to identifying and using market definitions for product marketing and business strategy. Weinstein’s framework for strategic market definition consists of three major steps [Weinstein 1998, pp. 99–107]:



	Identify the relevant market.

	Create the defined market.

	Specify the target market.



Weinstein’s “defined markets” in step 2 consist of a series of specific market types (e.g., penetrated versus untapped) that remain impersonal and abstract in form. They refer to groups of customers but do not describe any personal attributes of the individuals who comprise each market. For example, if a certified public accounting (CPA) consulting company were toexplore various markets relevant to their products and services, they might do so as outlined in Figure 1.4.
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FIGURE 1.4 Markets and their composition from the perspective of a CPA consulting firm. (Adapted from Weinstein [1998, p. 106].)



The argument is that the clearer the definition of the market, the easier it is to target the market with specific messages and value propositions. Note in Figure 1.4, however, that the markets are defined in terms of common characteristics shared by companies, not individuals. Those of us accustomed to working on products that have user interfaces are more familiar with market segments defined in terms of common characteristics of people. A more recognizable representation of target markets is evident in the following examples:


	Single moms between the ages of 25 and 45 who have full-time jobs, earn more than $30,000 annually, and do not enjoy cooking or have time for it

	Retired professionals in metropolitan areas who are interested in traveling and whose children have left the home

	18- to 24-year-old college students who love music and own a cell phone.



As shown in Figure 1.5, such market segments can be defined along a variety of dimensions.
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FIGURE 1.5 Market segments can be defined according to multiple sets of related characteristics. (Adapted from FindLaw for Small Businesses [2005]).



Market segments are representations of groups of users, and such representations can be defined in meticulous detail. However, they do not typically describe specific goals and needs of individuals in a cohesive “whole-person” format. (For a further discussion of this, see the sidebar “Customer Segmentation and Design Personas: What’s the Difference?” by Frank Spillers, later in this chapter.) Interestingly, Weinstein notes that customer needs are the most important market definition characteristic for organizations (twice as important as any other single factor).

We see Weinstein’s approach (and those like it) as providing a basic foundation for market research and strategic customer definition that is useful, if not critical, in creating personas. In Chapter 3, we recommend that you take advantage of familiar terms used to describe your company’s users when you create and communicate your personas. If your company has invested in market segmentation, these familiar terms might be the names of the segments. As you will see, you can use the segment names, descriptions, and source data to help you create personas that resonate for your organization.

Moore’s “target customer characterizations”

In his book Crossing the Chasm, Geoffrey Moore discussed “target customer characterizations” [Moore 1991]. Moore’s thesis started with the need for “informed intuition” as opposed to “analytical reason” as the most trustworthy decision tool for the job of targeting specific markets.

Moore argues that market-segment definitions such as “yuppies versus teenyboppers” or “laggards versus early adopters” are too impersonal and abstract. He claims that images of customers, not markets, are the key. According to Moore, “Target Customer Characterization is a formal process for making up these images, getting them out of individual heads and in front of a marketing decision-making group” [Moore 1991, p. 95]. They provide “… something that gives more clues about how to proceed … then, once we have their images in mind, we can let them guide us to developing a truly responsive approach to their needs” [Moore 1991, p. 95].


Moore proposed that one should initially create 20 to 50 of such characterizations and then narrow them down to 8 to 10 distinct alternatives. Each characterization incorporates the following five aspects:


	Personal profile and job description

Jerome is a 32 year old account executive with Splashi & Splashi, a leading sportswear manufacturer, located in La Jolla, California. He is responsible for placing their new line of Plastique swimwear in sporting goods stores and upscale boutiques, and his territory is northern California. The line is very pricey, and Jerome wants to maintain an upscale, professional image … [Moore 1991, p. 96].

	Technical resources

Jerome himself has never used a personal computer, but he works in an office that is equipped with several IBM PCs, which are connected to the main computer at the head office. The PCs are equipped with modems and printers [Moore 1991, p. 97].

	A “day in the life” dramatization before the introduction of the proposed product

Jerome is in the midst of taking an order for the basic line of Plastique swimwear at the Ghirardelli Square Windsurf and Kite Store. He notices that the other sportswear on display features a lot of fluorescent colors. Plastique is coming out with a new line of fluorescent wear, but Jerome … [Moore 1991, pp. 97–98].

	Problem or dilemma that motivates the purchase of the proposed product

To sell the maximum amount of high-margin product line, Jerome must maintain a highly professional image and be able to reference large amounts of detailed information at a moment’s notice. Jerome’s inability to do this more efficiently is costing his company sales … [Moore 1991, p. 98].

	A “day in the life” after the introduction of the product

Having noticed the interest in fluorescent colors, Jerome touches the button on the screen of his pen-based laptop that says “reference materials.” This calls up a display of several icons, and he selects “new products” [Moore 1991, pp. 98–99].



Moore further describes a system of employing these characterizations toward product definition and marketing. Note that Moore’s characterizations do not include photos or other images, nor do they attempt to describe the person much outside the relevant setting. However, Moore’s work does bring us one giant step closer to the idea of personas. While market segments are intended to capture the range of demographics, psychographics, and technographics common to a group of customers, Moore’s Target Customer characterizations begin to explore the value of deeply understanding individual customers in the context of their work environment.


Upshaw’s customer “indivisualization”

A few years later, but apparently independently, Lynn Upshaw — in his 1995 book Building Brand Identity: a Strategy for Success in a Hostile Marketplace — described a similar notion that he called “indivisualizing the customer.” “Indivisualizing is the discipline of continuously visualizing the customer or prospect as an individual rather than as part of a mass population, group, or segment,” writes Upshaw [Upshaw 1995, p. 97]. Like Moore’s characterizations, the purpose of these profiles is to inform and inspire decision making. “The act of indivisualizing itself encourages marketers to create a living, fluid visualization of their individual customers that keeps their personal perspectives uppermost in mind” [Upshaw 1995, p. 98].

Upshaw makes a distinction between descriptive profiles and indivisualized profiles. Descriptive profiles include data that describes the customer as seen by others (i.e., primarily your product or marketing team). Indivisualized profiles portray individuals, within the context of a purchase decision, as they see themselves:

Descriptive Profile — “Middle/upper-middle income, married, children in high school or college, suburban, some discretionary investments” [Upshaw 1995, p. 101].

Indivisualized Profile (abridged) — “I’m Alice. I’m feeling the burden of my responsibilities more than ever. I don’t want to waste money on commissions for advice I’ll just end up having doubts about. Schwab is run the way I would run a brokerage” [Upshaw 1995, p. 101].

Upshaw’s indivisualized customer profiles consist of many paragraphs of first-person text (perhaps several pages) and include a photo. They provide a more general view of the daily life of the target customer than the dilemma-focused before/after characterizations of Moore. Upshaw provides a much tighter and more detailed description than Moore of their creation, which is data oriented, as well as of the process of using them.

Mello’s customer image statements

More recently, Sheila Mello — in her 2002 book Customer-centric Product Definition — describes a process for understanding users’ needs and desires, which is used ultimately for product definition [Mello 2002]. Her book highlights the need for companies to have a clear “Image” of the customer. Mello states that such an image typically does not emerge on its own, despite investments in customer and market research. She provides a method for deriving image statements that answers questions such as the following:


	What is the customer’s life like?

	What challenges the customer?

	What motivates the customer?




Although this sounds promising and seems similar to other representations, these images are typically limited to a single sentence describing some essential characteristic of the customer and are meant, according to Mello, to “conjure up a concrete picture of the customer’s surroundings.” Statements of customer desire and suggestions for solutions do not belong in image statements. For example, the following is an image statement: “I have to get my reading glasses to read the numbers on the remote.” The following, however, are not image statements [Mello 2002, p. 80]:


	“I want a system that fits in my suit pocket” (statement of customer desire).

	“I’d like it to make all the adjustments automatically” (customer has suggested a feature).

	“I would like it to weigh less than two pounds and easily fit in my briefcase” (customer has suggested a solution).



Notably, all of these statements are derived directly from customer research, and although useful at a high level, none (even taken together) provides the depth and richness required to truly define a product in all of its complexities. Toward this end, Mello’s method involves the extraction of hundreds (if not thousands) of such image statements, reduction of these to the key subset of 20 to 30, and then the organization of them into a format that facilitates deep understanding of what it is like to be a customer. The end result is an “image diagram” (as shown in Figure 1.6) that represents the relationships between image statements both hierarchically and linearly to show common threads (shared concepts) as well as cause and effect. Mello’s approach includes the translation of these images into specific, actionable requirements for the product.


[image: image]
FIGURE 1.6 Image diagram for a home theater system. (Adapted from Mello [2002, p. 85].)




Mello’s work begins to bridge the gap between marketing and product design, while market segments and target customer characterizations are intended to help build strategies for marketing and sales, Mello’s Image Diagrams are built to help designers create desirable products.

Representations of users in usability and interaction design

Designers have long used scenarios and their close relative storyboards to organize, justify, and communicate ideas. More recently, however (dating to the mid 1980s), usability specialists began to use scenarios as aids to system design, product development, and research in human/computer interaction.

Carroll’s scenarios

At their core, scenarios are simply stories. They have a setting, actors or agents who have goals or objectives and a plot or sequence of actions and events. John Carroll, a longstanding proponent of scenarios, argues that scenarios can help designers and analysts focus on assumptions about people and tasks — assumptions that are implicit in the software [Carroll 1995]. Scenarios can encourage reflection during design. They are concrete yet flexible, and are easily revised and extended. They can be viewed from multiple perspectives, and can be abstracted and categorized.

Scenarios tend not to focus on users. Scenarios are overviews of entire networks of actions and reactions. Each scenario describes many parts in motion, including the actor, the system, the context, and the specific actions or dialog associated with both actor and system. Scenarios do not depend on the actors that perform in them. The actors are treated as simply another component of the system. For example, the following are examples of scenarios that might have been written at different times for a single project:

Scenario 1 — Harry, a curriculum designer, has just joined a project developing a multimedia information system for engineering education. He browses the project video history. Sets of clips are categorized under major iconically presented headings; under some of these are further menu-driven subcategories.

Scenario 2 — He selects the Lewis icon from the designers, the Vision icon from the issues, and an early point on the project timeline. He then selects Play Clip and views a brief scene in which Lewis describes his vision of the project … [Carroll 1995, p. 4]

Interestingly, the extensive literature on scenario-based design offers little discussion of the agents and actors incorporated in such scenarios (the concept of “actor” was introduced by Ivar Jacobson as part of the use-case approach [Jacobson 1992; see also 1995]). After reviewing many of the available books, chapters, and articles on scenario-based design, we found that none provides more than a paragraph or two focused on the procedures for using actors and agents in scenarios. Although seemingly central to the paradigm, little is said about the act of defining an agent or how to use one appropriately once defined.


Mikkelson and Lee argue that most scenario-based design suffers from the lack of a clear and usable representation of the user [Mikkelson and Lee 2000]. They note that, although the scenarios provide specificity in capturing user context and tasks, the author often assumes that the reader knows who the user is and the relevant detail about the user. As such, they leave out critical details about the user regarding motivation, previous actions or events, and preferences — as well as other less critical but perhaps more engaging details that promote insight, credibility, interest, and empathy. Thus, contrary to Carroll’s evaluation, scenarios tend to be static and non-generative (i.e., difficult to extend and reuse).

In Chapter 6, we provide recommendations for using personas to enrich scenarios and improve scenario-based design processes.

Hackos and Redish’s user profiles

User profiles are a UCD technique that arose from the need to analyze and consolidate rich information about users gained from interviews, site visits, and similar (more qualitative) forms of user research. The technique has been applied to usability engineering since the early 1980s, although the degree of rigor in definition and application of the concept varies somewhat across the discipline (e.g., see Boyle and Clarke [1985], Cushman and Derounian [1988], Gould and Lewis [1985], Mayhew [1992] and [1999], and Nielsen [1992]).


Handy Detail

DON’T GET US WRONG, WE LOVE SCENARIOS!

Don’t let this discussion of scenarios give you the wrong idea. We believe that scenarios are a useful tool that promotes good UCD. As you will discover later in this book, we find that personas are a method complementary to scenario-based design. Scenarios are one way in which personas can be actively used to enhance and inform design. Together, scenarios and personas become very powerful tools. Any method that enriches the understanding and definition of the target user, which in turn can be used in scenarios to specify and communicate design, offers a powerful extension to UCD practitioners.



In their book User and Task Analysis for Interface Design, Hackos and Redish describe the concept of user profiles and provide a detailed methodology for generating and using them [Hackos and Redish 1998]. User profiles are detailed representations of users refined to the point of unique types or classes of users. User profiles tend to be accurate and terse summaries of the data from which they are derived. Typically, they do not tell stories about experiences nor contain fictional components added for the sake of engagement and realism. In some cases, they can actually be devoid of personality, describing only an abstract set of characteristics. Hackos and Redish describe list-based user profiles (see Figure 1.7) and more personal forms of profiles, which include narratives (see Figure 1.8) and illustrations (posters with images).

These representations are only a small part of Hackos and Redish’s larger practical guide on planning, analyzing, and using field research. They have not taken the idea to the extreme of creating amalgamated fictional characters based on these profiles, nor have they promoted their user profiles as intense focal points in the design/development process. Hackos and Redish do recognize personas as both a precursor and natural extension of the practices described in their book. Hackos and Redish helped the UCD community understand the value of highly specific information about users in the product design process.



[image: image]
FIGURE 1.7 Example of a list-based user profile. (Abridged from Hackos and Redish [1998], p. 307.)




[image: image]
FIGURE 1.8 Example of a narrative-style user profile. (Abridged from Hackos and Redish [1998], p. 308.)



Constantine and Lockwood’s User Roles

User roles and use cases are close cousins of actors, scenarios, and personas. According to Constantine and Lockwood:


A user role, in contrast [to personas], does not look or sound like a real person and is not intended to; it’s an abstraction — a relationship, not a person, title, job description, or function. It is defined as a set of characteristic needs, interests, behaviors, and expectations. In its most compact form it is described by the three Cs of Context, Characteristics, and Criteria: (1) the overall responsibilities of the role and the larger context within which it is played; (2) characteristic patterns of interaction, behaviors, and attitudes within the role; and (3) special criteria or design objectives related to the effective support of the role [Constantine and Lockwood 2001, p. 1].




Constantine and Lockwood point out that actors, roles, and personas are highly interrelated and can build on each other to serve different purposes related to product development [Constantine and Lockwood 2002]. For any one product, there are usually a number of possible actors, and for each of those there are multiple roles. For any key role, one may choose to create a detailed persona to help enrich and enliven that role. “The analyst/designer who wants to map out the complete context of use for a particular system must complete a number of activities to identify all the Actors and the Roles they play” [Constantine and Lockwood 2002, p. 1]. They also note, however, that actors and roles should be explored before personas are created. Consider the example of a business-to-business e-commerce application shown in Figure 1.9.


[image: image]
FIGURE 1.9 An example of the interrelated nature of actors, roles, and personas as described by Constantine and Lockwood [2001, p. 1].



Constantine’s approach to user roles, as well as their relation to personas, is provided in detail later in this book (see Chapter 8, “Users, Roles, and Personas,” by Larry Constantine).

Hugh Beyer and Karen Holtzblatt also embrace the concept of user roles (defined in a manner similar to Constantine and Lockwood) as a part of their broader UCD technique known as contextual design [Beyer and Holtzblatt 1997]. Their approach embraces qualitative field research through innovative analysis techniques and model-building to understand users in the context of their environments, organizations, and cultures. One critical model in their approach involves mapping roles and their relationships among one another as well as their relationships to the tools and systems involved. It is worth noting that Tahir and, more recently, Holtzblatt make the case that contextual design can serve as a foundation for the creation of personas [Tahir 1997; Holtzblatt 2002].


Understanding user roles (both as they exist today and how they might be changed with new products) is critical for anyone designing a product or creating personas. From our perspective, personas can also serve as a communication medium and additional model-building exercise within the contextual design approach. In Chapter 3, we describe how to use information about user roles in the persona creation process.

Mikkelson and Lee’s user archetypes

Norrun Mikkelson and Wai On Lee have promoted the idea of creating user archetypes to supplement scenario-based design [Mikkelson and Lee 2000]. Their user archetypes are similar to Cooper’s concept of personas, although the genesis of the archetypes was a desire to improve the existing concept of “user classes” (a concept used quite broadly in traditional usability processes). (See, for example, Nielsen [1992] and [1993] and Bias and Mayhew [1994].) According to Mikkelson and Lee:


Traditional approaches to representing the user often take the form of defining users by attribute clusters (e.g., age group, job title) and general experience with features of certain systems (e.g., length and frequency of experience using basic features or advanced features). Via profiles, users are then grouped into user classes. User classes are of some practical value because knowledge about these classes allows designers to steer the product in a general design direction. …



In design and evaluation, user classes such as first-time users, expert users, elders, etc. are often defined by human-interface specialists based on simple clustering of user attributes such as computer/system experience, age, job type, etc. Elsewhere, for the purpose of marketing, user classes such as reluctant, enthused, pragmatic, etc. are also defined by marketing and product planning based on the clustering of attributes associated with purchase decision and loyalty.



While user classes may represent the user correctly, designers typically find it difficult to call on them during design. For example, it might be difficult for a designer to imagine what a first-time user is like or how he or she would behave if the designer has never met one. User classes may also lead to inconsistency in mental imaging (e.g., one person’s mental image of a first-time user might be entirely different from another person’s). Most importantly, representing users as user classes often misses what’s important to the users, what their high-level goals are, and fails to capture the “essence” or “spirit” of the user [Mikkelson and Lee 2000, p.1].



Mikkelson and Lee’s user archetypes consist of the following [Mikkelson and Lee 2000]:


	Description: Name, picture (or audio/video sample), and one-line summary description.

	Attributes: Age, family, lifestyle, roles played, and interests.

	Computer skills: The user archetype’s knowledge of (and lack of knowledge of) the system(s) they use. The users’ knowledge is represented in a simple (and granular) form the product team can understand. Two types of user knowledge are represented here: declarative and procedural.

	Concerns and goals: Three or four high-level and high-priority concerns and goals important to the user.

	Market size and influence: How many of this type of user are in the market we are concerned with, and their role in the purchase decision.

	Activities: Task and domain knowledge in context. Usually one-page description of typical activities of the user in the form of a “day/week in the life” of the user archetype. This captures life prior to the introduction of new technology.



Mikkelson and Lee provided a process for deriving user archetypes out of user classes based on a variety of data, as well as a method of employing them in product definition and design (though largely as an adjunct to scenario-based design). However, their approach did not have broad adoption.

Cooper’s Personas

In The Inmates Are Running the Asylum, Alan Cooper discusses many of the reasons he believes high-tech products are built such that they drive us, their users, crazy [Cooper 1999]. Cooper asserts that the very structure of our organizations fosters a focus on technology where we should instead be focusing on people. He introduces personas as part of a solution that will “restore the sanity” to product design and development. While personas were introduced publicly in 1999, Cooper notes that the genesis of personas was really around 1983 as part of a personal role-playing technique that he used while working through design problems on his own [Cooper 2003]. His first formal personas, which better reflected his ideas around Goal-Directed Design® (his trademarked methodology), appeared in 1995 and were used more collaboratively to communicate different user perspectives regarding a complex design solution for a consulting project.

According to Cooper, “Personas are not real people … they are hypothetical archetypes of actual users … defined with significant rigor and precision“ [Cooper 1999, p. 124]. In other words, personas are imaginary people we create to stand in as concrete target users for our products. By calling personas “hypothetical archetypes,” Cooper is likely referring to the fact that there is no way to prove that the personas truly are representative of actual users until after the product is released and is being used. When he says personas must be “defined with significant rigor and precision,” Cooper is asserting that it is the specificity and detail of the personas that gives them their value.
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FIGURE 1.10 An example persona, named Brenda Buckner. (Copyright © Cooper 2002)





Story from the field

CUSTOMER SEGMENTATION AND DESIGN PERSONAS: WHAT’S THE DIFFERENCE?

— Frank Spillers, Principal and Co-CEO, Experience Dynamics

Personas are being created at an astonishing rate by design teams, from interactive agencies to large corporate environments. More often than not, many of the customer representations being used in Web development efforts are driven solely by traditional notions of market segmentation (which are typically quantitative in nature and somewhat disconnected from the user’s context of use and real-world behavior). At Experience Dynamics, we’ve found that marketing profiles (Figure 1.11) are often inadequate as a design aid because they miss the strategic role that behavior, cognition, and context play in the interaction design process.


[image: image]
FIGURE 1.11 Marketing profile based on segmentation and market research.



Design personas represent the fruits of labor of more qualitative research [Figure 1.12] and help communicate users’ needs and goals. While it is important to start with an inventory of who your target audience is from a demographic perspective, it is extremely valuable to expand demographics and segments into psychographic and behavioral profiles gathered from field research techniques such as an ethnographic (observational) study, contextual inquiry, or task analysis.



[image: image]
FIGURE 1.12 Design persona based on qualitative data and behavioral profiling.




From the design persona, it is easier to derive what to do to meet the user’s needs.

What Caroline would like from our e-commerce Web site:


	Design tip: Offer easy access to comparison tool at product level. Use warm invitation and bright colors around compare button.

	Copy tip: Use respectful and polite copy that emphasizes benefits, satisfaction guarantee, and customer service. Justify price in the product images and in the body of the copy.

	Marketing tip: If using cookies, use time-expires offers with this user (anticipate conversion over multiple visits). Use specific product keywords in search engine ads.



Because the goals of usability are often driven by successful task completion, it is crucial to understand the finite details of user needs/goals, behavioral routines (tasks), rhythms, and expectations of your user population. Marketing profiles should not be confused with behavioral personas, whose focus is to specifically inform design decisions. Personas should help you understand your users more deeply; that is, “what they do” and “why they do it,” not simply “who they are.”



Key to Cooper’s personas is that the representation is based on distinct user goals, in addition to behaviors, tasks, or simple demographic information. Cooper’s approach, Goal-Directed Design®, focuses on uncovering, understanding, and designing towards the central needs and motivations of users – goals. Cooper asserts, and we agree, that personas created with goals as the critical centerpiece can inform product design in a profound way; one that can result in elegant, broad reaching and lasting solutions. Figure 1.10 shows an example persona from Cooper, which was derived from and reveals critical user goals.

THE NEXT FRONTIER FOR PERSONAS

Personas and other user representations have been “discovered” and used in various disciplines to infuse user data into other processes. Usually, these user representations are built and communicated as static documents or other artifacts that provide a snapshot of interesting and relevant information about users. These artifacts have proven helpful, largely because they help make information about users highly accessible, engaging, and memorable to people making decisions.

These representations are not alive, however. They are depicted as motionless portraits, usually contained within a single finite and static document. There is no room for growth or development. That is, unlike a character in a book or film, personas do not evolve. Moreover, the team using them is supposed to “get to know them” almost instantly. When we get to know a friend, neighbor, colleague, or even a character in a favorite book or TV show, we build up an understanding of them (i.e., we develop a relationship with them). Once we know people, we are able to understand why they do what they do, what they want, and what they need. Engendering this level of understanding is the next frontier for user representation.


We believe you have to enable personas to “come to life,” allowing them to develop in the minds of the people using them. To be very clear, we are not suggesting that personas change drastically over time, take on new characteristics, or develop new skills (they are not to be moving targets). Instead, we believe that personas must live in the minds of your colleagues. Towards this end, we propose that persona practitioners must:


	Embrace the challenge of communicating information about users through narrative and storytelling

	Maintain a lifecycle perspective when educating colleagues about personas

	Allow the people using the personas to extrapolate from and extend them.



In other words, personas should be more than a collection of facts. Personas should be compelling stories that unfold over time in the minds of your product team. We believe that successful personas and persona efforts are built progressively. Just as we get to know people in our lives, we must get to know personas (and the data they contain) by developing a relationship with them. No single document, read in a few minutes or posted on a wall, can promote the type of rich and evolving relationship with information about users that is the cornerstone of good product development. No single document can contain the wave of scenarios and stories your personas will inspire. As long as the personas are well built, data driven, and thoughtfully communicated, the product team can use the personas that come to exist to generate new insights and seek out the right details when they need them.

This book explores ways of bringing personas to life in the minds of product teams. The deep and ongoing focus on well-understood users that results will benefit your product, your team, and your company.

SOUNDS GREAT! LET’S USE PERSONAS! … IT’S EASIER SAID THAN DONE

If personas are such a good thing, why isn’t everyone using them? Perhaps one answer is that creating and using personas is easier said than done (which is why we wrote this book). Although the persona concept has become increasingly well known and used, many practitioners (even experienced ones) hunger for fundamental how-to knowledge about the method. The truth is that little is commonly known or broadly shared about how best to create and use personas in development projects. Even less is commonly known regarding how this technique can benefit from, or be used in concert with, other UCD techniques.


The dearth of detailed guidance on personas

While introducing personas in The Inmates are Running the Asylum, Cooper presents the basic ideas behind the creation of personas and their application toward design. Overall, the book does an excellent job of evangelizing the concept of personas as well as Cooper’s overarching approach, Goal-Directed Design®. The notion of personas was so compelling that many practitioners began trying it; and as they did so, there was a resounding call for more information on how, exactly, to create and use personas.

In About Face 2.0, Cooper and his long-term colleague, Robert Reimann, provide an answer to the call for more information on their approach [Cooper and Reimann 2003]. And while their book incorporates new material on personas, About Face 2.0 is broader in scope than personas, presenting a more complete description of Goal-Directed Design® and offering commentary on the state of the software industry. Because of this broader focus, Cooper and Reimann provide general guidelines to persona creation, rather than specific procedures, instruction and examples. And while Cooper does provide additional detail on personas on his Web site, www.cooper.com (and regularly offers tutorials on his approach at conferences and via Cooper U™), the requests for more information and guidance have continued.

This need has led other UCD professionals to contribute to the methodology and literature on personas. For example, there are a variety of case studies, examples and revealing discussions available on the Web, some of which we highlight in this book. Perhaps more importantly, there are now several books which cover the topic of personas in a more end-to-end fashion.

Bob Baxley includes a chapter on personas in his book Making the Web Work [Baxley 2003]. Although Baxley describes the value of the persona approach, his biggest contribution to this area is a set of five examples of personas, complete with details about their key characteristics. He also includes some information on process, though perhaps not in sufficient detail to enable the reader to create personas without additional support.

In his book Observing the User Experience, Mike Kuniavsky also offers a full chapter on personas [Kuniavsky 2003]. His coverage of the method is fairly complete, offering detailed how-to and an example of a profile. Although he seems to purposely avoid the term persona (referring to this instead as a user profile), his approach is very much like Cooper’s. Kuniavsky provides a very useful list of core attributes of personas, which we refer to in Chapter 4.

One other book, Information Architecture: Blueprints for the Web (by Christina Wodtke), offers a perspective on personas that includes some good process information and examples [Wodtke 2002]. One noteworthy part of her coverage is the inclusion of a section on writing scenarios from personas and then moving from the scenario to task analysis and on to wire framing and full design. Wodtke also contributed several “Stories from the field” to this book.


In spite of these resources, until now, there has remained no truly comprehensive and detailed coverage of this topic (i.e., one that provides specific steps, rich examples, and insights on the method in practice). Cooper served as our first inspiration to develop the method we now use as standard; our process has continued to be inspired by the practice of others as well.

As we developed our own approach, we talked to many practitioners and learned from their experiences. We discovered that many were encountering the same kinds of questions and problems. The lessons we learned from experienced persona practioners helped us isolate several key problems that we set out to solve.

Personas are not always successful

One of the reasons we wrote this book was to provide solutions to some of the common problems practitioners have experienced when trying to use personas. Just creating personas is simply not enough. Many practitioners have had less than stellar experiences with personas. In some cases, the initial attempt has failed to such a degree that the likelihood of further attempts is all but gone. Even well-crafted personas can result in little or no focus on users in the development process, and poorly executed persona can keep the development team from investing in other UCD techniques or other efforts that improve product quality. So, why do some persona efforts fail? We have uncovered the following four common reasons. The sections that follow expand on these reasons based on our research.


	The effort was not accepted or supported by the leadership team.

	The personas were not credible and not associated with methodological rigor and data.

	The personas were poorly communicated.

	The product design and development team employing personas did not understand how to use them.



Personas failed when the effort was not accepted or supported by the leadership team

Many persona efforts are often grass-roots efforts. A few people learn about personas, decide it would be a great thing to do for their product, and then attempt to employ them without considering the fact that they are potentially introducing a major change in the product development process and culture of their company. In such cases, the impact of the personas is typically minimal (persona use is limited to a select few and typically dies out over time). To do personas well, you need to garner the support of the key leaders on your team or elsewhere in the company. Doing an upfront analysis of your organization and product team needs is critical. But perhaps more important is getting the support of high-level people within your organization. In Chapter 3, we provide some specific approaches to solving this issue. Following these will ensure that you get off on the right foot and have ample resources for completing a persona project with success (e.g., people resources for creating and promoting personas, a budget for posters or other materials to make the personas visible, and a mandate from team leaders for people to actually use the personas).


Personas failed when they were not seen as credible and associated with methodological rigor and data

In some projects, the personas that were created were just not believable. Personas do have a fictitious component to them. Creating a believable, realistic, and credible representation of your target users involves considerable effort and is somewhat of an art. If you are not careful, your personas (or your process) can be perceived as lacking validity or rigor (i.e., that your process was not thorough, precise, or methodical). Sometimes personas are not actually created with data: they are based on loose assumptions or are completely fictional. In those cases, they need to be communicated as such, and the degree to which they can be trusted and used should be kept in check. Even where personas are created rigorously out of carefully analyzed data, if the relationship to that data and process is not clear there is a risk of lost credibility. The perception of rigor is important. In Chapter 4, we provide you with a process and specific suggestions for ensuring that lack of credibility is not a major issue in your persona effort.

Personas failed when they were poorly communicated

If your team is not aware of the personas — and of the method more generally — you will not be successful, even with credible personas supported by your leaders. Moreover, if your team is not reminded of the personas regularly, they will be forgotten. We have been witness to numerous instances of personas simply not being communicated well. Often the main communication method was a résumé-like document that got posted around the office building. Little thought or effort was put into communicating the information in the personas deeply and meaningfully. The result was that most people on the product team didn’t really know much about the personas other than their names and photos. There was no sense of a shared understanding or language.

In other cases, even when the team had learned who the personas were, the team’s focus on the personas faded over time. Your personas will need refreshing and revitalizing from time to time. Understand that personas will continue to evolve in the minds of the people using them. Your team will need to progressively get to know them, developing an understanding of them over time. In Chapter 5, we provide numerous ideas and examples to make your personas known and to help keep them fresh in the minds of your product team over the potentially long haul of a development cycle.

Personas failed when the team did not understand how to use them

By far the most problematic issue for persona efforts is the lack of understanding of how to use them once they are created and communicated. In many cases, we have found that there were no explicit uses of the personas beyond just using them to aid design discussions in meetings. Using them in discussions is a fine thing do to, but in isolation this keeps the impact of personas to a minimum. In other cases, some persona practitioners have crafted methods of using their personas more directly. Without well thought out uses and explicit instructions on how to involve them, personas can be a distraction instead of an aid. In Chapter 6, we provide an array of tools and techniques for utilizing personas and offer suggestions for integrating these tools with existing practices.


In their article “Personas in Action,” Blomquist and Arvola describe issues with the persona method [Blomquist and Arvola 2002]. The personas in their study were not used well by the design team, even though they had the knowledge necessary to do so. This highlights the importance of integrating this method with those that already exist in an organization. Tom Chi and Kevin Cheng reiterate this point in their commentary on the persona method. Clearly, for the persona method to overcome these problems, practitioners need some help.


Story from the field

PERSONAS. LOVE ‘EM. HATE ‘EM. STRUGGLE TO INTEGRATE THEM. ARE THEY TRULY USEFUL, OR A LITTLE HOKEY?

— Tom Chi and Kevin Cheng, OK-Cancel.com

Perhaps one of the more controversial aspects of personas is the colorful narratives created around them. Who could possibly care that Ted the Persona drives a blue Buick LeSabre? Or that he is allergic to shellfish? Even when the stories are centered around work, there is always that nagging voice that questions the relevance and applicability of the information being invented. Are we really modeling users well, or simply creating stereotypical users from unfounded assumptions?

One thing that can be said for these stories is that they are memorable. This is because narratives are excellent mnemonic devices. They create a temporal and causal framework that allows our brains to store quite a bit of data. Mention one detail about Juanita and the rest of the story comes flowing back: Oh. She has two kids and has to work late at her financial services company … and because she stays late she starts tasks that require deep concentration after 5:00 p.m. And so on. Of course, such stories can also get mangled after a generation of retellings — but for the most part personas do a good job of creating a shared vocabulary to call up significant detail about user segments.

While having a shared vocabulary is better than having none, it’s quite the tricky endeavor to develop the right vocabulary. Even if you’ve profiled 100 users to develop your set of personas, often you will still find users who don’t quite fit in the categories you’ve created. And even if you do successfully abstract them it’s often not clear how that abstraction should inform design. For example, most persona sets have a user who is the “novice” user. What does this mean, though? Can you assume that said user understands drag and drop? right-click? tabbing through fields? In testing you might see that novice user 1 might understand two of the concepts, and novice user 2 understands the third. They are the same persona in front of the same screen, but the results will be vastly different.


There may also be environmental differences that drastically affect how two people reprensented by the same persona interact with the software. While Joey and Tina may both be mid-level managers in a large organization, Joey is beset with phone calls every 10 minutes whereas Tina’s day is more stable and is structured around meetings. As a result, Joey keeps on timing out on his Web sessions because important calls come in while he is halfway through a task, whereas Tina is able to pick good times to approach these tasks and has no timeout problems.

If personas cannot address these very real interaction design problems, at what level are they useful? Do they only become powerful when paired with use cases, or when buoyed by a certain approach to testing? Should they be written for the designers, the developers, the executives?



THIS BOOK IS DESIGNED TO FILL IN THE GAPS

The dearth of information on how to organize and execute a persona effort, particularly how to do it well, and our frustrations with our own first attempts, led us to organize several workshops and seminars on personas with other “persona practitioners” in the industry, including participation from Cooper’s organization. From these interactions with other practitioners, we were able to gather and explore detailed examples, step-by-step procedures, best practices, and lessons learned. The structure and content of our book is based on the outcome of these workshops as well as our own experiences with the persona method since then. This resulted in an approach based on the following core assertions:


	Building personas from assumptions is good; building personas from data is much, much better.

	Personas are a highly memorable, inherently usable communication tool if they are communicated well.

	Personas can be initiated by executives or first used as part of a bottom-up grass-roots experiment, but eventually need support at all levels of an organization.

	Personas are not a standalone UCD process, but should be integrated into existing processes and used to augment existing tools.

	Effective persona efforts require organizational introspection and strategic thinking.

	Personas can be created fast and show their value quickly, but if you want to obtain the full value from personas you will have to commit to a significant investment of time and resources.



We understand that the devil is in the details when it comes to launching a persona effort within an organization, and we are excited to share the wealth of knowledge that has been shared with us and developed over time. That is what this book is all about.


We include practical methods, detailed instructions, and examples

This book includes stories, suggestions, and best practices contributed by UCD and other product development professionals from around the world who have experience in using personas for product design and development. It also includes step-by-step instructions for every phase of your persona effort. This book contains:


	A start-to-finish persona lifecycle that breaks down and organizes the elements of a successful persona effort. Each phase of the lifecycle includes rich descriptions of procedures, techniques, and tools. Our goal is to provide enough information and instruction so that you do not need to supplement our book with any additional training or tutorial, or by hiring a consultant.

	Discussions of the issues related to launching and managing a persona effort within an existing software organization or effectively as a consultant. We agree with Cooper’s assertion that personas can build communication, consensus, and commitment within a software development organization, and we detail techniques that help make these things happen. We provide a series of strategic discussions on how to use personas to establish the role of UCD professionals as a key element of the product development process. These discussions convey how to do this early (and with a more permanent result) in the process, including frank discussions of product development politics (e.g., how to build communication, consensus, and commitment regarding personas).

	Many examples — describing experiences good and bad — of all tools and artifacts we recommend. During our workshops and seminars, we realized the power of stories and examples and are thrilled to include contributions from many colleagues, including:




Story from the field

We have collected a large number of short case studies, anecdotes, commentary, and opinions from other persona practitioners and user experience professionals in a variety of domains and industries. These stories should give you contextualized ideas about what to do, and what not to do, as you launch and maintain your own persona effort.




Handy Detail

These are important reminders, useful definitions, and fine details we don’t want you to miss.




Bright Idea

These sidebars are practical techniques, tools, and innovative methods you might want to try. They are recommended best practices. As you develop your own approach as a persona practitioner, refer to these practical tips and insightful suggestions for how to solve problems your colleagues have already encountered. Adopt and adapt the best practices of other practitioners.





G4K Gigantic for Kids

A running case study with rich examples that connects all of the lifecycle phases, demonstrating more holistically how personas can be used in building a product from end to end. A fictional company, Gigantic for Kids Inc., has been generated to serve as the basis for this case study. (Gigantic for Kids, or G4K, has historically produced children’s games and educational software and is now trying to further its reach and brand through the Internet.)



This book is for you — no matter what your discipline or role in product development

We set out not so much to write a textbook or scientific document but to create a useful handbook for practitioners. This is primarily a book of practice, not theory (though contributed chapters help provide the rationale and theory behind the practice). We believe our book will make an excellent addition to the collection of books for professionals in usability, interaction design, and user-centered methods. We hope that academic readers (students and professors) involved in research and degree programs in human/computer interaction and related fields (e.g., technical communication, graphical and interactive design, industrial engineering, human factors, applied/workplace anthropology, information science, and cognitive, applied, or industrial/organizational psychology) will find it evocative and useful in preparing for a career in the world of product development. We believe it would be especially useful reading for interns or new graduates moving into industry positions.

Because many user experience teams are actually “one-person teams” with few resources and little time, we include a range of tools and suggested best practices that enable personas to be accomplished on a tight budget. We provide coverage in the book for user interface consultants working outside or independently of the actual development team or company, including those who may not be able to directly impact or be involved in the entire product development cycle. Although the information in this book applies to many industries, most of our examples come from software and Web development.

How to use this book

We hope our book becomes a tattered resource you return to often for useful examples and practical information about the entire persona process. We have designed the book to be read front-to-back and to be consulted as a phase-by-phase reference guide.


The content of our persona method book is structured around a concept we used to organize our persona practitioner workshops. We call it the “persona lifecycle.” As you will read in Chapter 2, we make an analogy to the human lifecycle. The persona process goes from family planning, conception, gestation, birth, maturation, and adulthood through to retirement and celebrating lifetime acheivement at the end of the project. For the practitioner, the process of creating and using personas follows this basic, largely serial, cycle. The persona lifecycle requires an end-to-end mind-set on the part of the practitioner and reinforces a basic tenet that any persona effort should be considered an ongoing campaign that does not end when your personas are created and delivered to the development team.

Our book consists of an overview of the persona lifecycle (Chapter 2) and five core chapters (Chapters 3 through 7) which cover the phases of the persona lifecycle. We hope you will keep coming back to the core chapters throughout your own projects for ideas, tips, and techniques for warding off potential hazards (chances are, if you run into a problem, others have been there before you).

We have also included several supplemental chapters by invited experts at the end of the book. These chapters are in-depth explorations of specific topics related to personas:


	Chapter 8: Users, Roles, and Personas (Larry Constantine)

	Chapter 9: Storytelling and Narrative (Whitney Quesenbery)

	Chapter 10: Reality and Design Maps (Tamara Adlin and Holly Jamesen)

	Chapter 11: Marketing Versus Design Personas (Robert Harlow-Busch)

	Chapter 12: Why Personas Work: The Psychological Evidence (Jonathan Grudin).



We think you will find these chapters both interesting and useful as you explore the method.

SUMMARY

We hope you are inspired to begin learning about personas, and more generally about UCD. We know that writing about it and collecting examples and best practices from around the community has inspired us. Personas are not only useful tools but fun to create and use.

As you read this book, you are going to find a great deal of information on the method: many details, tips, tools, and complexities you never expected. Don’t let that scare you. Effective persona efforts can range from incredibly simple to fairly complex and involved. As we point out in Chapter 7, there is a cost to doing personas. It is not free and it will take away from other work you could do for your company. We believe that if you are going to do personas you should do it well or not at all, but we don’t believe this means you have to spend a tremendous amount of time and money. We hope you will use the ideas in this book to customize your own process — after first understanding your organizational culture as well as your product and business needs.





2 OVERVIEW OF THE PERSONA LIFECYCLE

Putting the Persona Method into Perspective

THE PHASES OF THE PERSONA LIFECYCLE

The persona lifecycle is a metaphoric framework that breaks the persona process into phases similar to those of human procreation and development. As shown in Figure 2.1, there are five phases in this framework: family planning, conception and gestation, birth and maturation, adulthood, and lifetime achievement and retirement. The phases of the persona lifecycle framework bring structure to the potentially complicated process of persona creation and highlight critical (yet often overlooked or ignored) aspects of persona use.

As the name indicates, the persona lifecycle is a cyclical, largely serial, process model. As Figure 2.1 indicates, each stage builds on the next, culminating but not ending at the adulthood phase. Note also that the illustration shows that the final stage, lifetime achievement and retirement, is not immediately followed by a cyclical return to the first stage. This is because different persona efforts culminate and restart in different ways. Personas can be reused, reincarnated, or retired depending on the project.

More importantly, although each phase does build on the previous, some are more important than others, and some you can complete in just an hour or two if need be. Conception and gestation and adulthood are the vital steps. As you read this book, remember that you can (and should) customize your own persona process in accordance with the amount of time, resources, and data you have.
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FIGURE 2.1 The five phases of the persona lifecycle. This diagram is designed to show both the order of the phases (from family planning through conception and gestation, birth and maturation, adulthood, and finally lifetime achievement and retirement) and the relative amount of effort and importance related to each phase. The subsequent five chapters of this book cover each lifecycle phase in detail.



This is a long book, but the persona lifecycle doesn’t have to take a long time. You can, and should, be selective in the techniques you choose to integrate into your persona effort. Although we do not think it is a good idea to skip any of the lifecycle phases completely, we do believe it is completely acceptable to take some shortcuts within any of the phases. Giving some attention to every phase will increase the odds that your persona effort will ultimately be successful. Your overall goal should be to create helpful and well-used personas, not to follow the process described in this book to the letter. Throughout the book, we suggest both complete end-to-end processes and helpful shortcuts. We point out the processes we believe the most important and effective, and you can treat each chapter as a menu of techniques and tools that can be used together or independently.

Phase 1: persona family planning

Persona development begins with family planning. This is the research and analysis phase that precedes the actual creation of personas. During family planning, you will focus on:


	Creating a core team of colleagues to help you with the entire persona effort

	Researching your own organization (which we call “organizational introspection”) to evaluate the problems and needs of your company, organization, and/or product. Once you understand the needs you hope the persona effort will address, you can evangelize the persona method and prepare the product development team for the persona effort

	User research and identification of data sources that will provide the raw materials for your personas.



The family planning chapter describes the careful resource and needs analysis you should complete before you introduce personas into your organization. We help you put together a core team of people to help you with the personas, and we identify the information you should collect from around your organization to plan an effective persona campaign. Persona family planning requires strategic thinking on your part to make sure that your organization will accept and use the personas you create. We suggest strategies for internal evangelism of the persona method that will set the stage for a successful persona effort.

Once this analysis is complete, a persona core team is assembled, and evangelism is underway, it is time to move on to data generation and gathering. In the second half of the family planning chapter, we discuss what types of information to glean from a potential user population as you conduct your own user research. We also explore how to access the many existing data sources that surround you, including internal sources (such as market research reports and interviews with product support specialists and other subject-matter experts) and external data sources (such as public Web sites that provide statistical and demographic information).

We believe personas are much more credible and helpful if they incorporate and refer to real-world data. However, we also address what to do if data is simply unavailable and you have no option but to build personas based on assumptions.

Family planning ends at the point at which you have established that personas are right for your organization and current project, have buy-in from key individuals, have completed initial research and data gathering, have a persona core team in place, and have a solid plan for the rest of the persona effort that suits your product team’s needs.

Phase 2: persona conception and gestation

In the persona conception and gestation chapter we explain how to extract useful information from disparate data sources and use this information to build personas. During the persona conception and gestation phase, we will help you decide:


	How many personas you will need to create to communicate the key information your data

	Which qualities and descriptive elements you should include in your persona documents and how to tie these elements back to your original data sources

	How to prioritize and validate your personas

	How to decide when your personas are “complete” and ready to be introduced to your product team.



A lot of the work during the conception and gestation phase centers on collaboratively filtering data and organizing information — information that arises out of the data you collect in family planning and information that arises from other sources, such as inherent knowledge of how people behave, your business or product strategy, the competitive marketplace, and technological affordances related to your product domain. The information you identify will help you understand the particular user roles, user goals, and user segments that uniquely describe your target users. When you have isolated information about your users’ roles, goals, and segments you will be able to determine what personas you should create to capture and communicate the most relevant qualities of (and differences among) target users related to your product domain and business strategy.

Complete personas include concrete facts as well as narrative and storytelling elements. They contain both design-relevant and seemingly extraneous information (e.g., a personal e-mail activities versus a personas choice of car or favorite book), which play an important role in communicating who your personas are during persona birth and maturation and adulthood. We provide examples that show what content makes up a complete persona: how much, and what types, of detail are required to make a persona a persona. We address issues of gender, age, ethnicity, international customers, and accessibility/disabilities. We describe a variety of types of personas, including not only user personas but organizational personas and anti-personas.

When you have completed the process described in the conception and gestation chapter, you will have translated raw data and insights into a set of complete, robust personas that are ready to “participate” in the product design process.

Phase 3: persona birth and maturation

Like parents sending young children off to school, you and your core team will send your personas into your organization to interact with other people. The personas are fully formed but may continue to evolve slightly over time. Moreover, throughout the remainder of the development cycle, your personas will continue to develop in the minds of your product team. Problems at this phase might involve a lack of acceptance or visibility and other problems, that lead to personas that “die on the vine” and disappear from the project. More subtly, your personas may come to be misconstrued and misinterpreted. Successful persona birth and maturation requires a strong, clear focus on communication to ensure that your personas are not just known and understood but adopted, remembered, and used by the product team. The birth and maturation chapter includes:


	Creating a persona campaign plan to organize your work in birth and maturation and adulthood

	Introducing the personas (and the persona method) to the product team

	Ensuring that the personas are understood, revered, and likely to be used (for example, creating artifacts to progressively disclose persona details)

	Managing the minor changes to the persona descriptions that become necessary after the personas are introduced.



You can use a variety of methods to communicate personas to the members of your product team, including Web sites, posters, illustrations, electronic documents, diagrams, live actors, and videos. We help you decide which of many artifacts to create and when and how to use them to keep the personas (and the data they contain) fresh in the minds of the product team. We also give you pointers on maintaining the delicate balance of sharing ownership of the personas (and the details they contain) while ensuring that new or altered details don’t threaten the integrity of the underlying data.

At this phase, you must also be prepared to answer the difficult questions that will inevitably come up as you introduce the personas. You will have to be prepared to discuss the process you used to create the personas, their utility, the ways you would like the product team to use the personas, and the ways you intend to measure the value of the persona effort. We also discuss various considerations and approaches for using personas effectively as a consultant versus as a permanent member of a product team. As a consultant, communicating the information in, value of, and uses for the personas is not easy. Your success will depend on partnering with and educating an internal champion of the personas.

Phase 4: persona adulthood

Personas are “all grown up” in the adulthood phase and have a job to do. You have introduced the personas to the product team and have worked to clarify the role and importance of the personas. You have encouraged the product team to embrace the personas and the information they contain, and now it is time to help everyone use the personas to inform the design and development of the product.

In the literature on personas, the primary description of how personas are used is through discussion in design meetings: “Will Sally want to use this feature?” We have found, however, that this is only one of the many ways personas can be involved in the product design and development process. The effective persona practitioner must understand the many other ways personas can be involved in existing processes, and ensure that the personas work hard in an organization during the core development phases.

Personas can be used to help you plan, design, evaluate, and release your products. Personas can also inform marketing, advertising, and sales strategy. The adulthood chapter is full of practical tools and suggestions to ensure that your personas have real impact — that they get used in a meaningful way by your product team.


During the adulthood phase, maintaining the right amount of control over personas is critical. The product team must feel that their ownership is real, but you have the responsibility of making sure the personas stay true to their source data and purpose. Personas that lose their connection to the data can become feral and can even harm your project. For example, if members of the product team like the idea of using persona names, but several decide to make up their own persona details, your team could end up working against each other even though everyone believes they are using personas correctly.

Phase 5: persona lifetime achievement, reuse, and retirement

Once the project or product is completed, it is time to think about what has been accomplished and prepare for the next project. You will want to assess how effective the persona method was for your team and product development process. If you are beginning to think about the next product (or next version of the product just released), you will need to decide whether, and how, you will reuse your existing personas and the information they contain.

The end of a product cycle is a good time to assess the effectiveness of personas for the team and to take stock of lessons learned for the next time. How did the development team accept the method? Were your personas useful? To what extent were they accurate and precise? We provide suggestions and tools you can use to validate the use of personas in the development process and to determine if the persona effort was worth the exertion and resources it required. Did personas change the product? Did they change your design and development process? User-centered designers are constantly under pressure to validate the worth and return on investment (ROI) of their activities, and personas can be useful tools for measuring the success of both the product and of the UCD activities as a whole.

Depending on the nature of your products, you might be able to reuse the personas or “reincarnate” some of your persona data in new personas. In this chapter, we help you decide what to do with your “old” personas as you prepare for your next project. Do your personas retire, do they change over time? Do they purchase your product and start using it? Can other product teams utilize your personas or some portion of the information in them (i.e., are they reincarnated)? This section covers the issues and possibilities for making use of your personas after your product has shipped and you are thinking ahead to the next project.

THE PERSONA LIFECYCLE IS DESIGNED TO ENHANCE, NOT REPLACE, YOUR EXISTING PROCESSES

The persona lifecycle is all about early and continuous focus on users’ needs and goals. The lifecycle phases are structured to help organize UCD activities that will enhance any product design and development process. The phases are built to help the persona practitioner plan, organize, and execute an end-to-end persona effort.


The persona lifecycle will work for you whether or not you have already incorporated UCD methods into your product development cycle. The persona lifecycle does not replace existing processes; rather, the phases of the lifecycle help to structure user-centered thinking throughout whatever design and development process you have in place. In this section, we illustrate the ways the phases of the persona lifecycle will introduce UCD into your organization (if UCD methods have not yet been adopted) or enhance UCD methods already in practice.

Most products start with business plans and basic product definitions. Once the basic vision and requirements are in place, the implementation of the product is planned. For many companies or product teams, this stage is captured in the form of specification documents. Ideally, once the product is specified, developers start building it. At some point after development begins there is enough built to start testing the product for quality. In software, this includes performance (speed), reliability (crashes and bugs), and security (memory leaks, data encryption, and so on). Testing and production often continue in tandem until the product is “complete.” Once the product is complete, it goes into production. This general process can be more or less user-centered, depending on the structure of the design and development team and the nature of the product.

The persona lifecycle can introduce user-centered design into your technical development process

There are many models for product design and development. If your company has not yet adopted UCD methods, the product development process probably resembles a classic “waterfall” software development model (see Figure 2.2).

The waterfall model is oriented around technical activities and requirements. UCD requires a focus on users and their needs before the technical development activities commence. User-centered designers are constantly swimming upstream in the development process as they try to establish themselves and their methods as critical parts of the very early stages of product development. In fact, many of the user-centered activities built into the persona lifecycle should be completed before the waterfall begins (see Figure 2.3).

If your company does not do user research and user-centered product design, you have some big challenges ahead of you, but personas can still be a valuable tool. Jakob Nielsen describes an evolution of, acceptance of, and reliance on, UCD in organizations in which usability permeates the product development lifecycle [Nielsen 1994b, pp. 267–269]. Discount usability techniques, including personas, can play a major role in driving this evolution. In fact, we have witnessed personas, which in some cases can be considered a discount usability technique, play a major role in driving the evolution towards user-centered design.
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FIGURE 2.2 Classic “waterfall” model of software development. (Adapted from Max’s Project Management Wisdom [2004].)



If you introduce the persona lifecycle into an organization that is accustomed to a traditional, technically-oriented product development process, you will essentially be asking for time and resources to focus on your users much earlier than anyone in your organization has done so before. This is both beneficial and difficult.

The diagram shown in Figure 2.3 is an ideal scenario if you are starting with a waterfall process. It shows the persona family planning, conception and gestation, and birth and maturation phases completed before system requirements are drafted. However, in some cases you will find that waterfall activities start before you are finished with the first three phases of the persona lifecycle because no one is willing to wait for the information you are working to provide.

In the chapters that discuss the first three lifecycle phases, we provide advice for how to get the most out of your efforts even if the development process is moving ahead faster than you can create your personas. For example, it is possible to do personas without user research. Creating ‘assumption personas’ will help to surface assumptions, myths, and fallacies about your target audience shared among your broad team. Personas of this type can actually pave the way to further UCD activities and investment. They can highlight the holes in your teams’ knowledge of their customers and motivate research to fill in those holes. We discuss creating these assumption personas in Chapter 3.
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FIGURE 2.3 The same classic “waterfall” model of software development (shown in Figure 2.2) with persona lifecycle phases added. Note that the persona lifecycle requires customer-focused activities before the “start” of the development process. Adult personas maintain customer focus throughout the requirement-generation and development activities, and the persona ROI and iteration activities (lifetime achievement and retirement) structure the lessons learned for use in the next iteration of the product



Even if your first persona effort isn’t perfect (and it is unlikely it will be), the effort will help you move your organization toward a more user-centered design and development process. By producing clear personas that communicate interesting and relevant information about your user base, you can begin to convey the value of understanding users and the importance of considering user needs and goals long before building system requirements. In subsequent projects, you can build on even small successes to introduce additional UCD methods.


The persona lifecycle can enhance user-centered design methods already in place

Many UCD methods and several powerful models for user-centered product design and usability engineering became popular in the 1990s. Both Jacob Nielsen [1994] and Debra Mayhew [1999] described end-to-end “usability engineering” processes for refocusing product design based on user needs above all else. Alan Cooper [1995] introduced his Goal-Directed Design® methods in his book About Face. In User and Task Analysis for Interface Design, Hackos and Redish [1998] described user research activities that should precede technical design. Vredenburg’s User-Centered Design: An Integrated Approach [Vredenburg 2001] described the value of understanding and designing for the entire user experience, which depends on applying a cross-disciplinary approach toward integrating an understanding of user needs into the development process.

These and other books by UCD practitioners helped many companies begin to integrate new tools and methods into their existing processes. As more companies recognized the value of designing products users actually enjoyed using, some abandoned technology-driven development cycles in favor of usability engineering processes.

If your company has embraced UCD (to a greater or lesser degree), you probably already use some of the methods and tools listed in Figure 2.4 as part of your development cycle.

Although the phases at the top level of the table shown in Figure 2.4 are not radically different from those in the waterfall model, it is important to note that the first few phases (planning and feasibility, requirements, and design) include many activities related to understanding who users are, what they do, and how they do it — and then translating this into design prototypes. In short, true user-centered product design requires a significant amount of up-front work that should happen well before the development of technical requirements and designs.

No matter how bought-in to UCD a product team is, there never seems to be enough time at the beginning of any project to allow for complete user analysis, prototyping, and testing. Even user-centered designers whose companies have adopted usability engineering still face the challenge of swimming upstream in getting involved early enough in the product development process. It seems that no company feels they have the time to wait for user-centered designers to complete their work before starting to build products.

If your company has already adopted some UCD methods, you should find that the phases of the persona lifecycle (shown in Figure 2.5) augment your existing process and help you get involved earlier in the product development cycle. Again, keep in mind that the persona lifecycle is not meant to replace other UCD tools and is not a complete user-centered product design method on its own. Rather, the persona lifecycle is an organized collection of processes and tools that will complement other familiar methods. You will use personas to enhance these methods, particularly when there exists a need for user definition and reference.
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FIGURE 2.4 UCD tools and methods grouped by product lifecycle phases. (Adapted from Usability Net [2003].)



PUTTING IT ALL TOGETHER: THE PERSONA LIFECYCLE IN ACTION

Chapters 3 through 7 of this book describe the phases of the persona lifecycle in depth, but before we begin describing particular methods and tools we want to give you a sense of how the persona lifecycle can enhance your product design process and your company’s focus on UCD. The following case study is a real-life, best-case scenario that describes the way one product team, which was already accustomed to doing UCD, incorporated the persona lifecycle phases into their process.



[image: image]
FIGURE 2.5 The Usability Net tools and methods table with the phases of the persona lifecycle. If you already employ user-centered methods and tools, you will find that the phases of the persona lifecycle complement the work you are already doing.





Story from the field

PERSONAS FOR E-BUSINESS SERVER PRODUCTS: A CASE STUDY

— Nancy Lincoln, Melroy D’Souza, Tonya Peck, Kaivalya Hanswadkar, and Arnie Lund, Windows Server System, Microsoft Corporation

E-business enterprise servers are complex computer systems that enable businesses of all sizes to be effective, efficient, and successful. They can provide a business with an Internet presence or an automated supply chain management or other key business processes, or enable disparate systems (potentially in legacy systems or on multiple platforms) to communicate and share data. It is essential that these complex server systems be easy to learn, install, configure, use, troubleshoot, and maintain. While personas have often been utilized successfully with consumer products, this story describes our Usability and Design team’s experience using a persona-based lifecycle approach to develop complex E-business server systems.

To put things in perspective for other organizations undertaking such an effort, the E-Business line of server products was fairly new, and consisted of three main product lines with a number of individual components within each. These product lines were supported by three different development teams within the E-Business Server division. The ratio of the size of our Usability and Design team to that of the E-Business Server division we supported was 1:60. Further, our team had been in existence for 30 months and had an average UCD experience level of approximately three years.

Family Planning

There were three things to identify before creating the personas: owners, stakeholders, and user types. Our Design and Usability team was the primary owner of these personas, responsible for creating, delivering, maintaining, and ensuring the personas were used appropriately by product teams. Key product team members were also identified as virtual team members to encourage adoption of the personas. Stakeholders are people for whom the personas are created. These people included program managers (responsible for creating the specifications for the product), feature developers, product marketers, user interface designers, technical writers, and high-level product team managers.


To identify user types, we tried to determine whether any of the highly successful user personas from other product teams across our company would apply to our products. However, what we found was a distinct difference between the targeting of enterprise products versus consumer products. With no primary research data available on our user types, and no “close match” personas in our organization, we did a meta-analysis of data from a variety of sources available in our company’s database. This helped us to identify three main user types: System Administrator, Developer, and information Worker (or business end user), for which we created a User Roles document. This document became the basis for the creation and validation of our personas.

We validated our assumptions by conducting research on the three user types we identified. Phone interviews and e-mail surveys served to establish users’ top tasks and skill sets and integrate them into our initial User Roles document. To further flesh out our personas and key usage scenarios, our team used contextual inquiry techniques of Beyer and Holtzblatt [1997] while conducting field research at multiple e-business companies. We interviewed numerous people from the three user types.

Conception and Gestation

Our interviews during the family planning stage yielded a wealth of useful but unstructured data that was not immediately actionable by the product team. A multidisciplinary group consisting of usability engineers, designers, project managers, and technical writers went line-by-line through the detailed site visit reports and recorded significant findings on sticky notes. This was followed by “affinity” grouping of the data to outline the top goals, responsibilities, tasks, skills, and tools per user (Figure 2.6). Patterns then emerged through further data analysis, which allowed us to group and identify our main set of personas, or “primary” personas, for which we were designing features.


[image: image]
FIGURE 2.6 An affinity-diagramming exercise in progress in our hallways.




We documented the key attributes of our primary personas into a bulleted table format (“skeleton” personas) that we then used to validate with our stakeholders and subject matter experts. This initial set of primary personas was validated further with representative users and customers at various customer touch points (on-site customer planning events as well as during company visits) by asking participants to compare the personas to themselves or to similar people within their organizations. Overall, customers were enthusiastic about the personas and how they provided a language for talking about their organizations and their needs.

Birth and Maturation

Even before we had fully created our personas, we ran a “Name Your Persona” contest in order to generate early excitement and buy-in from our product teams. The winning entries were voted on by the entire product team. This activity created a sense of closeness and ownership of the personas. We took this campaign further with the catchphrase “Who Are Your Users?” and released information incrementally to build up excitement. We generated even more interest by strategically placing faceless life-size persona silhouettes made of foam board in hallways and at team meetings. A few weeks later, we created persona silhouette posters with key tag fines for each persona (Figure 2.7).


[image: image]
FIGURE 2.7 Persona silhouette posters with tag lines.




After collecting sufficient data to build the first version of our personas, we brought the silhouette posters to life by replacing them with pictures of real users. We used internal employees (who did not work on our products) as our persona models. We managed a “model” search and photo shoot internally, which allowed us to reduce our costs and keep our personas looking “natural” and not like professional models. To enhance adoption within our ethnically- and gender-diverse workforce, we felt that it was not critical to use exact demographic characteristics and instead created our personas to reflect that multiculturalism.

In addition to the phased publicity campaign and the creation of a comprehensive persona document, we used other communication methods such as brown bag talks, group meetings, presentations, and e-mail updates to raise awareness and keep the product team interested. Further, a Web site that featured our primary personas was created to serve as a central repository and resource.

Adulthood

Now that personas were created and introduced to the team, it was important that they be put to work. Our first step was to work with marketing to include personas in high-level market requirements documents and vision statements. These documents are generally the starting point for all development work. Thus, making all members of the product group aware of our users through these personas was critical to start the adoption process. We followed this by including personas in the more detailed product requirements document and functional specifications that guide the development of the product. In this way, scenarios that were created to yield product features were based on the primary personas of our products.

Feature creation took shape though iterative prototype design and testing. In the design stages, the personas “stood in” as the users of our product to drive the concept brainstorming, sketching, prototyping, and design recommendations. For example, we took a task-centric approach to our early prototypes versus a feature-centric approach. Persona attributes such as scenarios, tasks, and pain points helped us explore and define potential design opportunities. With additional lab testing, these prototypes provided insights on persona behaviors, task time, and discoverability. The quick turnaround on iterations allowed for a rapid user-centric design process.

We also conducted persona-centric usability baseline studies on specific key tasks in our current E-Business Server products. We organized the studies and tasks by persona and used our persona characteristics to create profile screeners to recruit the appropriate participants. We conducted separate studies for the three user types (System Administrator, Developer, and Information Worker), and key baselines —such as time to solution and success rate—were reported per persona.


In addition to the usability studies noted previously, the product team conducted several software assurance tests on the product. Here again personas played a role by guiding decisions around how users might be impacted if a particular software issue or “bug” was addressed or not.

Overall, these rich persona attributes guided our UCD approach to the product design concepts, ideas, specs, implementation, and final testing. They allowed us to design an experience that was more targeted toward our users because everyone had a common vision of our users. Using the task-based approach in design, we were able to create a Ul [user interface] that allowed the persona to perform key tasks to accomplish his/her main goals.

Lifetime Achievement and Retirement

The adoption of our personas has been fairly widespread across the product group. They were used as a basis for scenarios and use cases, affected feature-based Ul design decisions, and influenced strategic planning for she next major product release.

Our E-Business Personas also increased the product team’s awareness of our target audience and its goals, skills, tools, and top tasks. Personas helped focus development work, provided a common language for developers and designers, and inspired not just an appreciation for but a buzz around our end users. The vice president in charge of our product cited personas in a kickoff presentation in front of the wider team, they were referenced repeatedly in specifications and scenarios for the new product, and they are mentioned repeatedly in meetings and e-mails. Upper management has even asked the quality assurance team to use the personas in one of their regular “Bug Bash” events.

As we plan for the next version of the product, we are reevaluating the relevance of our primary personas, and looking for finer gaps in our target user audience. Due to product and market changes, we plan to retire three of the seven original personas and create two new personas revealed by our ongoing research. And as we look to grow in global markets, we need to ensure that the needs of our international users are reflected in the personas.

The wealth of customer data and research we have compiled into these personas has also highlighted the most important tasks of our users and the specific pain points they experience performing those tasks with our product. We intend to use this knowledge to drive persona-specific innovations into the product specifications and design of the next release to enable those critical tasks and alleviate the biggest pain points.


Reflections on the Use of Personas

The challenge we faced as a team was to illustrate the value of using personas in the design and development of corporate server products as they are more commonly seen in the consumer product space. By doing so in specific areas of just one product cycle, our team’s next challenge is to strengthen their use as a core reference model of our users throughout the next development phase. To do so, we have taken a critical look at what worked well and what needs improvement in our persona process.

Given the small size of our Design and Usability team, and the nontraditional product space, we are very pleased with the overall impact our personas achieved. We are excited about building on them, and continue to find new ways to share persona-based product thinking across the company.

[For lessons learned and best practices from Lincoln and her colleagues, see the sidebar “Story from the field: Personas for E-business Server Products: Lessons Learned and Best Practices” in Chapter 5.]



We believe the E-business Server persona effort worked well because the team was at a strategically good point to introduce personas into their organization. In addition to the persona effort, they simultaneously integrated other UCD methods into the team’s product development cycle. Personas were a positive next step in the evolution of their practices. As you probably noted, this case study is primarily descriptive; it does not provide a detailed accounting of how they did personas. Instead, it provides the “what” and “why” of one team’s persona activities. You will get more of the details on how to do personas in the following chapters.

SUMMARY

The persona process can be thought of in terms of sequential phases that metaphorically map on to the life stages of human reproduction and development. We call this the “persona lifecycle.” Framing your persona efforts according to the phases in this lifecycle can help you plan effectively and ultimately succeed in bringing UCD to your product and team.


Each of the following five chapters describes one phase of the lifecycle in detail. For each phase, we cover specific steps, known issues, and common questions — as well as best practices and relevant anecdotes from the field. The persona lifecycle makes it easy to figure out where you are in your persona process and to find the materials that will be most helpful as you move forward. We have designed the next five chapters to provide the right information at the right time as you embark on your own persona effort.
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SETTING THE SCENE: WHAT’S GOING ON IN YOUR ORGANIZATION NOW IF YOU’RE NOT USING PERSONAS?

If you are part of a new organization, or if you have yet to launch a product, everyone is likely focusing on how to get started to innovatively fulfill the vision that brought the company together. You can feel the product development cycle wheels starting to turn. Perhaps your new organization is trying to define what is being built and how to design and build it, or perhaps everyone plans on using an established product development process. People in the organization are establishing their roles and territories.

If you have just shipped a product, there is a lot of excitement and relief in the air. The fruits of the team’s efforts are finally reaching customers. It feels very satisfying. Congratulations and accolades abound, though there is a bit of anxiety as well. What will happen in the marketplace? Will your product be well received? There is a shift in effort across the team. Some are now moving into high gear to support the product release, whereas others are winding down, having finished the task of building the product. Each team member or stakeholder is focusing on his or her own responsibilities:


	The marketing and sales teams are really busy. The sales team is out there selling the product, and the marketing team is figuring out how the product is doing, looking around to see how the competitive lay of the land is changing and modifying the sales and marketing plans accordingly.

	The executive staff is evangelizing, perhaps on the road meeting with key customers or influential voices in your product space.

	Your customer support team is being barraged with calls, issues, and complaints. Customers are using your product and much is being learned about what works and what does not work in this version.

	Your development team is fixing bugs, working through issues as they arise from the product support team, and supporting the sales engineers.

	The QA team is also focused on aiding the customer support and development teams. They are attempting to reproduce and validate bugs customers are wrangling with.

	The product/project management team—along with the usability, technical writing, and design teams—is either taking a little breather (some much needed downtime) or starting to think about the next big thing. They are also probably doing a bit of process introspection—the so-called “postmortem.” They are reevaluating their processes, looking to improve their effectiveness and efficiency the next time around.



If you are part of a smaller organization, many of the same things are happening—the only major difference being that there are fewer people to share the workload and thus many employees wear more than one hat. It is both a perfect and a difficult time to introduce a brand-new method into your organization’s product development process.

Before we get started, we would like to introduce you to a fictional company, Gigantic for Kids, Incorporated, or G4K. We will use G4K as a running case study to illustrate some of our main points.


G4K Gigantic for Kids

INTRODUCING G4K: A FICTIONAL CASE STUDY

Who Is G4K?

G4K currently specializes in children’s software, across the areas of entertainment (games) and education. Their products are distributed through traditional “brick-and-mortar” retail outlets as well as third-party Web retailers.

Why Does G4K Need Personas?

Gigantic has been exploring the viability of the Internet for marketing and distributing their traditional shrink-wrapped software products and for extending their product offerings and business/revenue model. As part of this new strategy, their corporate Web site, www.G4kids.com, is soon to become a “destination” site for kids, providing children-oriented entertainment, news, and merchandise primarily related to G4K’s existing software offerings.


Although this is not a major departure from their normal business (it is seen simply as an opportunity to build stronger customer loyalty and deeper branding), they are also flirting with the possibility of partnering with other children-focused merchants, potentially offering joint promotions, advertising, and sponsorship (e.g., sponsoring children’s events and promoting other noncompeting brands or goods such as clothing, skateboarding equipment, cola companies, and retailers). Although the company does understand their market related to shrink-wrapped software products, which tend to be focused very tightly on specific age groups, they have never dealt with something that potentially spans all of their customers at once. The task is daunting. (For additional information on G4K, including an example persona for their fictitious project, see Appendix A.)

What Does This Case Study Provide?

This case study tells the story of G4K’s effort to redefine their existing corporate Web site into a children’s destination site. It follows G4K’s modest User Experience team, consisting of two people (an interaction designer and a graphic designer, who have recently been moved from a game development team in the company) as they attempt to create and use personas for the first time. Throughout the book, “Meanwhile, at G4K …” case studies provide stories and examples that illustrate major points.



WHAT IS FAMILY PLANNING FOR PERSONAS?

Family planning is the first phase in your persona process. It is the time when you will do some investigation and strategic thinking about your organization and its approach to UCD and development. Your personas will not be introduced to the rest of your organization until the birth and maturation phase, but the ultimate success you have with them depends a lot on the work you do during the family planning phase. It is critical that you use this time to think up front about what happens after the personas are created.

During the family planning phase, your first job is to take a realistic look at the problems your team and organization are trying to solve and decide if personas will help. Don’t skip this step to save time, even if your team needed personas a month ago. Do a thorough job in examining the personalities and politics that surround you. Only then can you decide if personas are the right way to address the problems facing your organization and product team, and, if so, how you should introduce and maintain the personas to ensure maximum acceptance. If you conclude that personas are appropriate for your team, process, and product needs, you will then he ready to assemble a team, create a plan to ensure that your personas will be used and found helpful, and start collecting data.


We have spent a little time warning you about how much work and time successful personas require. This does not mean, however, that all successful persona efforts require the same amount of work and time. Most organizations cannot afford to dedicate staff members to persona creation and maintenance. As we know all too well, it is tough enough to convince most companies to hire dedicated professionals to pursue user research and UCD. Although we do believe that every persona effort requires a significant amount of attention, we also understand that a full investment in personas is unlikely until the method is proven in your organization, and that you are going to have to explain and justify the work you plan to put into your persona effort. We offer suggestions and identify methods that are particularly helpful—whether your investment in personas is light, moderate, or heavy.

Your level of investment in the persona effort should be directly related to, among other things, the amount of time you can dedicate to the project, the resources beyond your own time you can count on during the effort, the amount of knowledge and focus on users your company already has, and the level of receptivity to new process methods in your organization.

In this chapter we provide many techniques you can use to create your own customized family planning process. As with our other chapters, we suggest you approach this chapter as a menu of suggestions rather than a prescribed set of instructions. There are four major activities during the family planning phase.


	Building a core team

	Researching your own organization (organizational introspection)

	Creating an action plan

	Collecting data.



Although we don’t recommend that you skip any of the four major activities of the family planning phase, we do think you can customize an approach that will allow you to complete these activities given your schedule and resource constraints.


As you begin your persona effort, you should create a persona core team and perform some organizational introspection. The next two sections cover these two activities in detail. Note that core team creation and organizational introspection are, in many ways, highly related and interdependent. For example, creating your core team first is a good idea if you want help in pursuing organizational introspection, However, deciding who to involve in the persona effort might require that you do some of the organizational introspection work before you assemble your core team. Therefore, we suggest that you read both sections before deciding which activity you want to start with.

BUILDING A CORE TEAM

Members of your persona core team will help you complete the family planning efforts and work with you throughout the lifecycle. People you invite to join your core team don’t necessarily have to understand personas to be helpful. People who are sensitive to the need for user focus in your company will make excellent core team members.

Why do you need a core team?

Your core team members will bring in new perspectives on your organization simply because their jobs are different from yours. Even if your team is just you and one other person, the discussions you will have will provide you with a critical perspective on your work and on the decisions you are making that you simply cannot arrive at by yourself. Without another person to work with, you will have a difficult time isolating your own assumptions and biases and keeping them out of the personas. You need a persona core team because:


	Personas can be a lot of work for just one person.

	Discussion and debate are critical activities in the persona creation process.

	Getting your personas accepted and used requires cross-organizational buy-in.



Although it helps to have people with various talents and experiences, the most important qualifications for participation on a persona core team are a desire to understand users, and be an advocate for them, and a willingness to experiment with new methods. Consider the selection of your persona core team members as an exercise in political and organizational strategy. If certain groups or key individuals are excluded from the process, you may be shut down right out of the gate.


How many people should be on your core team?

This is a question only you can answer, because it depends on the goals you have for the persona effort, the number of people in your organization, the talents and interests of your colleagues, and other factors. In most cases, we have found that effective persona core teams include a minimum of two and a maximum of 10 members. In our experience, teams with over 10 members require too much coordination and quickly become unmanageable. The ideal persona core team has three to five active members and several other members in an advisory or on-call role.

Active persona core team members should be available to come to most meetings and actively participate in all life phases. Advisory (on-call) members might be people such as graphic designers (who can step in to help with posters), a data mining expert (who could do a few specific analyses for your effort), or a friendly software developer (who can give you advice on how best to approach the rest of the software developers). In the following sections we help you identify and recruit colleagues for your core team.

Who should he on your core team?

Your goal is not to create a team that will duplicate research or communication efforts. Rather, it is to consolidate some aspects of these efforts such that they all contribute to the creation of personas. Plan to include the people who are already involved in user research, market research, business analysis, task analysis, or any other user- or customer-focused research or profiling activity. If you have colleagues in any of the following specialties, you should put them on the short list for inclusion on the core team:


	Information architects, interaction designers, and Human-Computer Interaction (HCI) specialists

	Usability specialists, user researchers, and ethnographers

	Technical writers, documentation specialists, and training specialists

	Market researchers, business analysts, and product managers.



These colleagues are likely to understand the value of personas, both for the organization and for their own projects. They bring with them a deep commitment to UCD, experience studying, analyzing, and designing solutions for target users, and an interest in new methods to bring user focus into the entire organization.



Story from the field

PERSONAS CAN HELP YOUR COMPANY INTERNALLY, TOO

— Max Gadney, BBC News Interactive

We have found that personas are useful in uniting different departments in a large company. There are often departments such as marketing, product development, and design that have limited contact with each other—a shame as all are working toward a positive user experience. Different departments often need to gather different types of data, and there can be a little tension and competition. A proper persona effort should involve data from each of these departments, thus bringing their efforts together into a useful whole and validating all their work.



Think strategically as you create your team

Be strategic in your selection of team members. For example, if your marketing team traditionally “owns” the definition of your company’s target audience and wields significant power and influence with the executive staff, it would be foolhardy not to include someone from that team. Be wary of the “not invented here” syndrome. Getting broad strategic involvement can help ensure that other teams don’t try to redefine the target audience after your personas are in place.


Story from the field

PARTICIPATION FROM ALL CAMPS

— Lene Byskov, Dialog Design

One important lesson we learned regarding persona creation is that you must involve as many parties as possible when creating the personas to ensure that the final result includes thought from all “camps”—developers, tech writers, and usability experts.



To round out your team, approach colleagues from other disciplines. Consider team members who would not traditionally be involved with these types of activities but have team-wide respect or de facto leadership responsibilities. For example, a developer lead, highly respected QA tester, or key program or product manager might be your best ally in getting your persona efforts accepted and assimilated. Remember that you are asking for a scarce resource when you ask for their time. Craft a clear message that expresses why you think their participation in the persona effort will benefit them personally in their jobs (in addition to benefiting the company as a whole). See also “Bright Idea: Create an Elevator Pitch” later in the chapter.



Story from the field

A DIFFERENT POINT OF VIEW ON CORE TEAMS

— Kim Goodwin, VP, Design, Cooper

When people begin bringing personas into their organizations, they have a tendency to build core teams of half a dozen or so people who participate heavily in each stage of the process. This is understandable, since this is one way people attempt to build buy-in.

As consultants whose costs and timelines get scrutinized very carefully, we’ve found at Cooper that it’s entirely possible to do this process with fewer people, more quickly, and at least as well, provided you include the right skill sets and set up specific ways to involve the larger team. (Note that we advocate using personas as part of a larger process called “Goal-Directed Design,” which helps translate these useful archetypes into design solutions. Please see www.cooper.com for more information about this method.) This isn’t just a useful approach for consultants, though—our clients who have adopted our methods tell us it works well for their internal teams, too.

Start by getting the right mix of skills on the core team

The obvious role to include in the core team is an experienced interaction designer. This is someone who not only has a good understanding of human factors, cognition, and good design principles, but who also has strong visualization skills. This doesn’t necessarily mean they’re graphic designers, though visual literacy is very helpful. It means they can quickly go from understanding the problem to sketching a concrete solution on the whiteboard, then throwing it out and immediately sketching a different solution if the first one breaks. (Many companies don’t yet have an interaction designer role. That doesn’t mean they can’t benefit from using personas. However, I’ve seen far better success rates in companies that create an explicit designer role and hire skilled people to fill it.)

The other role we routinely involve in our core teams at Cooper is what we call a design communicator. The role originated when we decided to hire some strong writers to save the interaction designers’ time in documentation. We quickly realized that the right sort of person is not just a scribe, but is an effective partner in the design process. Design communicators often come from technical writing or project management backgrounds. By inclination, they’re not usually the people generating the ideas, but they help iterate and improve the design by clarifying fuzzy concepts or behavior, questioning assumptions, and making sure each idea is fully articulated. Whereas interaction designers think visually and spatially, design communicators generally have a strong narrative sense; when an interaction designer draws a sketch, the design communicator insists on seeing what state the screen is in when it starts, what happens next, and what happens after that.

The two roles are full-time on the project. They conduct the research, craft the personas, and generate the design spec. Having these two specific, complementary roles helps us iterate the design very quickly and ensures that the work is thorough. In research and persona creation, having the two complementary roles helps make sure we get the most out of interviews, question one another’s assumptions and assertions about the personas, and help each other anticipate the concerns and questions of stakeholders.


In some cases, a third team member will join some of the interviews. This may be the person supervising the project, but could also be a visual designer, industrial designer, or a junior interaction designer or design communicator. This additional person mostly observes the interview or only asks questions at the end, since having three people asking questions can get unwieldy.

Plan on three levels of involvement, rather than two

Rather than having just a “core team” and “everyone else,” consider three levels of involvement. It’s most efficient to have two or three people conduct the interviews and create the personas, since they have all the same first-hand data. However, you do need the expertise and consensus of key stakeholders, so you’ll need a somewhat larger team of people who are involved at key points, but aren’t actually doing the research, user modeling, or design. The ideal stakeholder group usually consists of managers from development, marketing, and sales; a senior executive or program manager responsible for making trade-off decisions between the ideal product and the timeline or cost; a domain subject matter expert or two if it’s a business product; and anyone else whose knowledge or influence are critical to product direction and success. The third level of involvement, of course, is the rest of the project team or company, who meet the personas after you’ve reached consensus with the stakeholders. The core team of two or three people should first interview each stakeholder to understand their point of view, absorb critical knowledge, and listen to concerns and fears. The core team should draft the research plan with one or two stakeholders (usually from marketing), then conduct all of the research themselves and draft the persona descriptions for stakeholders to review. After that, the personas are introduced to the larger team, and the core team begins the interaction design work.

The people doing the design should do the research and personas

Although user research and personas have many uses, their primary purpose is to help us design successful products. For this reason, it is most effective to have the people who will do the interaction design also drive the research and persona creation.

I’ve never met a skilled interaction designer who couldn’t quickly pick up enough ethnographic techniques to do effective user research; it may not be good enough for a doctoral thesis, but it’s exactly what’s needed for design later on. Conversely, non-designers who are very skilled in research lack the experience to know what’s going to be important later in the process. What’s worse is that if the interaction designers aren’t doing the firsthand research, they will miss nuance and detail they’ll need later in the process; even the most thorough report is less effective than seeing and hearing things in person.


Building consensus another way

The obvious challenge with this small-team approach is building consensus with the stakeholders. At Cooper, we’ve found there are only a few points where stakeholders really need to be involved (though managing that process is probably worth an entire book in itself). First, get the stakeholders who are most concerned about whether you understand the users and customers to help you craft the research plan. If the amount of time required starts to get excessive, ask a senior executive or other project owner to help make the trade-off choices. Next, meet with stakeholders individually to learn from their knowledge and to understand their goals, concerns, and pet peeves. Do your user research and create the personas, then get all the stakeholders in a room together to review the personas. Make sure they believe these are accurate representations that cover the necessary range of user and customer needs. After that, you need another meeting to get consensus on major requirements, then a few design review meetings as you progress. Once you’re past the initial design concept, most of those meetings generally involve just a developer and a subject matter expert, with mediation from the project owner if what’s desirable and what’s feasible seem to conflict.

Typical objections to this approach

When it comes to having just two or three people do the research, the most common objection is that direct exposure to users and customers helps other team members empathize with them. This is certainly true. However, it’s equally possible to build empathy and understanding by showing photos of real workspaces you saw, quoting actual things users said, and publicizing a compelling, realistic set of personas. The fact is that empathy is the only thing most team members need from those user interviews, and that doesn’t require attending them. The other problem with too many people doing a few interviews is that even once you have a set of personas, people will tend to focus on the one or two interviewees they saw (along with their associated idiosyncrasies), rather than focusing on the more important pattern.

Many people ask, “But isn’t it more efficient to have all the knowledge you need in the room at the same time?” When you’re creating personas, the only information that matters is what you saw in the research, not what’s in people’s heads. That information, if it conflicts with the research, can even be problematic. In addition, the more people you have in the room, the more slowly things progress. When I teach design courses, the groups of two or three people tend to progress at twice the speed of the groups that contain four or more, and their results are at least as good.




As you round out your core team, consider the individuals discussed in the following sections:

Marketing Professionals


	What they can add: Perspective and clarity on business goals, insight into your company’s outward-facing communication strategies, and clarity in describing “customers and influencers” versus the “users” of your products.

	Why they benefit from joining the team: Marketers can bring new insights into the needs and interests of the users of the products they are trying to market, which can help craft messages that appeal to the business goals of customers.



Market Research Professionals


	What they can add: Access to and understanding of all internal and external data sources related to identifying and appealing to target customers, and a deep knowledge of your company’s existing market segmentation (or other customer classification system).

	Why they benefit from joining the team: Personas provide a new vehicle for getting market research data “heard” and used in the organization. The persona effort also identifies where holes in current research lie. As you build the personas, you will find areas of customer and user knowledge that are missing from your current information sources, and can plan future research projects to round out corporate knowledge accordingly.



Business Analysts


	What they can add: Understanding of workflow and context in which your product will be used, experience looking at the big picture of user experience, familiarity with users’ work environments, and knowledge of competitive and complementary products and distinctions between your product’s purchasers, users, and influencers.

	Why they benefit from joining the team: Personas reflect the user insights that business analysts uncover and provide a new channel for getting this information integrated into product design and decision making.



Data Mining, Analysis, and Statistics Professionals


	What they can add: Access to internal raw data stores, ability to reanalyze existing raw data to extract new information relevant to personas, and ability to translate broad questions into specific, targeted queries that can yield clear answers.




	Why they benefit from joining the team: Like market researchers, data miners and analysts find that personas are a new way of humanizing information that arises from data. The persona effort also identifies new and important questions that can turn into fruitful data mining and analysis projects.




Bright Idea

IF THEY JOIN YOU, THEY WON’T TRY TO BEAT YOU

Take a personal inventory of who is going to be the most vocal and influential person against personas and arrange to spend some time with them (e.g., have lunch). Discuss your company’s target audience and its ability to identify, communicate, and use this information. See if you can get them interested in, or at least try to agree on, one problem you both think the organization has that personas might help with (perhaps phrased as “Wouldn’t you agree that we need a clearer, more useful definition of our target audience?”). Invite them to join the persona team, at least as an advisor. Ask them to help you identify the issues that will be the most difficult for the organization to address.




Product Managers, Program Managers, and Development Managers


	What they can add: Key perspective on what product development teams need from the personas, and deep understanding of the interests and resistances of development teams related to new methods.

	Why they benefit from joining the team: They can help to produce completed personas that exemplify the target users of the product, whose names and descriptions will serve to clarify product feature discussions and aid in prioritization and documentation.



Customer Support Professionals


	What they can add: A close connection to customer issues, needs, and requests, and possibly contact information for good (or unhappy) customers to be interviewed.

	Why they benefit from joining the team: Customer support teams have a keen interest in affecting the development team. Participating in the persona effort will allow them to use their knowledge of customer pain points to impact product development and demonstrate their value to the company as a resource.



Sales Professionals


	What they can add: Direct connection to customer needs and feature requests, insight into business opportunities, and a resource for potential recruits for interviews.

	Why they benefit from joining the team: Sales teams have a vested interest in influencing the development team and the state of the resulting product, which helps ensure that the product contains what their customers are asking for.



Developers


	What they can add: Invaluable insight into the needs and issues of the development staff, and service as liaisons to the more technical staff in your organization.

	Why they benefit from joining the team: Many developers are interested in creating user-centered products. The persona effort will give them insights into how user data can be collected and communicated. Try to find developers who are interested in moving into management positions, and emphasize the team-building and communication benefits of personas.



Graphics and Interface Designers


	What they can add: An array of visual communication talents and ideas, and usually a historical perspective on the difficulties involved in communicating their own understanding of user interests to product teams.

	Why they benefit from joining the team: Personas will offer them a handy tool for targeting design explorations and for communicating with the larger product team. Involvement in the persona core team also enables designers to get involved much earlier in the product design process, which is beneficial to the designers and to the finished product.





Story from the field

WE’RE ALL TRYING TO ANSWER THE SAME QUESTION

— Ken Seiff, Founder of Bluefly.com and CEO, Glowcast Ventures

One of the common difficulties organizations face is that there are so many well-intentioned team members who are collaborating, each with a slightly different understanding of who the customer is and what they really want. For years now, our efforts to build a customer-centric culture have been measurably slowed as we struggled with these questions. The concept of personas has given us a simple and powerful tool to cut through this knot and achieve a real understanding of what our customers want.



Be ready to ask your colleagues for their time

Time is always at a premium. Before you assemble your team for the first meeting, think through your schedule and estimate how much time you can free up to dedicate to the persona effort. Remember that you and your team will need significantly more time at the beginning of the persona effort (i.e., for the conception and gestation and birth and maturation phases) than you will need to maintain the personas (e.g., during the adulthood phase). Can you create a pocket of time in your calendar to dedicate most of your energy to the persona effort? Is there a time of year when things slow down significantly at your company? Can you block out time during this slow period, perhaps 5 to 10 hours a week for several weeks, to dedicate to personas? If you can’t block off entire days or weeks for persona work, can you find at least an hour or two during the week that you can consistently dedicate to this effort?

Note that our sample agenda for your first team meeting (in material to follow) we suggest that you start with an overview of personas and their value. We recommend that you discuss these topics with each of the people you want to invite to your core team well before the first meeting. Garnering individual support will help the group meeting go more smoothly. If this isn’t possible, it is a good idea to start off by generating interest and enthusiasm. Once everyone in the room understands the value of the project you are proposing (and understands that all you are really asking for is that they bring insights and interests they probably already have), they will be more likely to adapt their schedules and find the time to participate.

As you start your project, it will be difficult to predict the amount of work and time your team will need to create and maintain effective personas. Plan to meet for at least one hour a week. In addition, agree on a specific date when you want to reach the birth and maturation phase (in which you will launch the personas to the organization) and, working backward, how you want to schedule your conception and gestation work (for an example schedule, see “Identify milestones and deliverables” later in this chapter).
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FIND A WILLING “LUNCHTIME ADVISOR”

Your persona effort will live or die by the quality of thinking and communication associated with it. You need to get used to talking about what personas are, what they are not, why they work, how they will work in your organization, how you made choices about your own persona process, and so on. When it comes to personas, you should take every opportunity to polish your message and your communication techniques, and your lunchtime advisor can help you do this.

If there is someone who would be helpful to you but who does not have the time or willingness to join the core team, ask if he or she is interested enough to sign up to have lunch with you on a regular basis. During your lunchtime conversations, convey your progress and describe the decisions you have been making. Ask your advisor to brainstorm on methods of communicating these decisions to the organization once you “give birth” to the personas. These conversations will help you streamline your story, prepare for the pushback you are bound to encounter, and keep perspective as the persona effort progresses.



Key people don’t have to be on the core team to be helpful

If key people don’t have time to participate as full members of the core team, ask them if they would be willing to be advisors and serve “on call.” Keep in mind that your core team’s responsibilities and needs will change as the lifecycle progresses. For example, the family planning and conception and gestation phases can easily progress without a graphic designer, but the birth and maturation phase is much easier with a graphic designer than without one. Similarly, data analysts might lose some interest once the personas are created and leave the major persona communication activities to others (however, it is good to keep them involved in case questions arise regarding specific research findings or data-related characteristics of your personas).


G4K Meanwhile, at G4K …

G4K ASSEMBLES A CORE TEAM TO CREATE PERSONAS

Several people in the games development groups at G4K have been asked to work on the new G4K portal project. Ingrid, an interaction designer and the company’s only person responsible for usability testing, is one of these folks. She had heard about personas at a professional conference and recently saw an article on the Web highlighting a persona success story. She thinks the technique would be useful to try here. Ingrid runs the idea past her close colleague Graham (a graphic designer) and together they agree to do it.


The persona technique is brand new to G4K. Not many people at the company have ever heard of it. In addition, although user testing and a few other UCD techniques are sometimes incorporated in the development of G4K products, the notion of doing any type of user profile is simply nonexistent. Ingrid and Graham know they have their work cut out for them.

Their first step is to discuss the technique with the project lead, Paula. She thinks the idea is a bit overboard (not really needed), but it might be useful for some aspects of their work. So, Paula says she will help out a bit with it. Ingrid and Graham know how busy Paula is going to be, so they decide to use her time sparingly. Paula will be both a part-time contributor to the effort and a stakeholder (a key recipient of the end product of the personas).

Ingrid and Graham also approach Michael, the company’s only market research professional. Michael has key knowledge of both market trends and customer segments that will be crucial for appropriately defining and prioritizing the personas. He also understands the business better than most people at the company. Although Michael is not directly assigned to the portal project, he will be a key but part-time participant in this effort.

Finally, Ingrid and Graham approach Theo, one of the company’s technical writers. Theo has written a range of content for G4K—from user guides to marketing copy and Web site text to storyline content directly in their game products. Theo is no stranger to thinking about target audiences and is intrigued by the notion of personas. The portal project is one of many things on Theo’s work list, and thus like several others his involvement will be somewhat limited.

Paula, Michael, and Theo will all be active participants in the persona efforts. However, due to their time limitations and focus they will need to do this on an “on call” basis. Because of this, Ingrid and Graham will be the ones truly responsible for getting everything done, and will likely handle any of the grunt work that needs to happen.

The persona core team consists of:


	Ingrid: Interaction-design/usability person from the games group

	Graham: Graphic designer.



The persona “on call” team consists of:


	Paula: Project lead for the new Web site

	Michael: Market research person

	Theo: Technical writer.
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TAKE THE TIME TO REGULARLY KEEP EVERYONE UP-TO-DATE

If you decide to create a core team of three to five members and an extended “on call” team, consider conducting some basic information sessions for the entire group at scheduled milestones and sending notes to the core and “on call” teams. It is helpful to keep everyone on the same page throughout the project, so that you don’t have to spend a lot of time getting extended team members up to speed individually. Regularly scheduled full-team review sessions are also helpful for keeping the entire project on schedule and for obtaining reality checks from team members who haven’t been steeped in the work to date.



Think about your budget

Successful persona efforts don’t have to be expensive, but it helps to have some money to dedicate to the effort. How big your budget is will depend on your organization’s acceptance of personas and how well funded your project is. Big-ticket items might include:


	Third-party research

	Paying participants for user studies

	Conducting site visits or focus groups

	Give-aways you will distribute during the birth and maturation phase

	Designing and creating full-color posters or brochures

	Web development.



If you don’t have a large budget, there are some less expensive persona strategies (and there are many in this book) that can provide excellent results. For example, consider using secondary sources of data such as anecdotes and case studies (see the section “Collect data through secondary sources” later in this chapter) if it is difficult to justify the expense of conducting your own research.

What if I can’t create a core team?

If you simply can’t gather a team of three to five people willing to participate in an ongoing persona effort, don’t worry, you can still create effective personas. Consider enlisting any enthusiastic person from your team who gets excited about users (and the idea of personas) and can dedicate some time to helping, even if they wouldn’t otherwise be your first choice. Consider colleagues who have previously expressed an interest in learning more about UCD or making a career change to UCD.

Read and consider the questions in the “Researching your own organization” section (following) and identify one problem that some basic personas might help to solve and aim specifically for that problem. Limit the scope of your project and your expectations for the personas. You should be able to see benefits even if you end up working alone on persona creation.

If you are working alone, try to find at least one other person to act as a sounding board. Request that they simply review some of the plan, decisions, and materials with you in a series of short, regular meetings. Alternatively, reconsider the scope of your persona effort and approach potential team members with a new plan. For example, perhaps you can create the basic personas over the course of a single week, or even during a one-day offsite effort. (See the section “What are assumption personas and why use them?” later in this chapter. Assumption personas are quick and easy to create and can quickly demonstrate the value of focusing on a well-defined target persona.)


Handy Detail

THE MORE BRAINS THE BETTER

The value of having more than one person creating the personas usually outweighs the value of taking longer to create the personas. Opt for quick collaborations over extended solitary projects when it comes to your persona projects.




Plan your first persona team meeting

As the coordinator of your new persona core and “on call” teams, it is your job to moderate the first few discussions. The first few meetings can be critical to getting the momentum started in the right direction. Beyond educating your new team on what personas are and the process you will be using to create and maintain the personas, you also have to make sure the core team gels.

Your immediate goal is to build a cohesive, bought-in persona core team. To do this, you are going to have to become an educator and evangelist for the method. This is a great dress-rehearsal opportunity in preparing for the large-scale education and evangelism work you will do during the birth and maturation phase. Before you approach prospective team members, think about what they know and don’t know about the persona method. If personas are new to your organization, you will need to start with the basics and teach prospective team members enough to understand:


	What personas are and why they are helpful

	The persona lifecycle and how you envision using personas in your organization

	Why you are asking for their help and how they can contribute to the effort.



If personas have already been used in your organization, your potential team members should understand the basics, but they will probably need more information regarding what worked and what did not work the last time personas were used. They will also need to understand the vision behind this new project. Are you updating existing personas? Are you trying to completely reengineer the persona or development process? Either way, your job is to refresh your colleagues’ understanding of personas and give them some context for the upcoming persona effort.
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CONDUCT A PERSONA POSTMORTEM

If your organization has used personas (or some other profiling technique) for a past product cycle, consider holding a one-hour postmortem meeting with key people involved with that effort, along with your new persona team. During the meeting, you will want to discuss four main topics:


	How the personas were used previously

	What went well

	What did not go well

	What solutions could be put in place to fix the problems.



If you walk away with only two or three items per topic, you will be way ahead of the game this time through. You might find that previous personas suffered an untimely demise (they may have been unceremoniously murdered in one of the darker hallways of your office, for example), and you certainly don’t want your fresh new personas to meet similar fates.



If this is your organization’s first foray into persona use, it is unlikely that you will be able to fully explain the theory and process in a single meeting. Instead, plan to present an overview and then fill in more information in subsequent meetings. Your core team will get more excited about the project if they can get started and see results as soon as possible. The following is a sample agenda for your first core team meeting.



	20 minutes: Overview of personas

	What are personas?

	How are they different from what we already do?

	Why do we need them? What problems will they help us solve?



	20 minutes: Core team logistics

	Brief overview of the persona lifecycle

	Introduction of team members and what each brings to the project

	Discussion of time and resources; decisions on meeting times



	10 minutes: Plan for the next steps

	Brief overview of organizational introspection





Work to create a solid agenda for every core team meeting, but be aware that questions about the persona method will arise regularly throughout the process. It can take a few meetings to establish a common language around the persona effort and to solidify the long-term plan and goals of the effort. The next three sections (on researching your own organization, creating a plan, and identifying data sources and collecting data) offer actionable suggestions that will help your team get off to a productive start.

RESEARCHING YOUR OWN ORGANIZATION (ORGANIZATIONAL INTROSPECTION)

If you are reading this book, it is likely that some part of your job involves careful analysis of a product’s users and the environment or context in which the product will be used. You are probably accustomed to thinking about and evaluating your users’ (or customers’ or influencers’) needs, goals, environment, pressures, and any other information that helps you build products they will love. Those of us who have built careers around being user centered will likely “get” the idea of personas immediately. We can see how great it will be to have exemplary, archetypal people to refer to. Personas can seem obviously worthwhile once you learn about and use them. It can be easy to forget that your colleagues need to be convinced.

Successful personas are those that meet the needs of their users and are built to fit seamlessly into their host environments. In the case of personas, the users are your colleagues, and the environment is your workplace with its existing design and development process.


Ironically, it is easy to forget to turn our analytic eyes on our users, the people on our teams and in our organizations who use the products we produce (e.g., research reports, storyboards, scenarios, prototypes, and other artifacts). We forget to carefully consider who our teammates are; what their roles, responsibilities, and goals are; and what is working for them currently and what is not. We launch our bright fresh exciting user-focused ideas into teams who are interested and curious but who ultimately just need to get their jobs done. As far as most product teams are concerned, they already know the fastest and most effective ways of doing their jobs. When push comes to shove and deadlines loom closer, your colleagues will inevitably revert to tried-and-true work habits.

Luckily, you have all the tools you need to understand your colleagues and workplace from this new perspective. That is, you can put your UCD skills to work on your own colleagues. If you create personas and push them out to your colleagues without carefully considering these things, your personas will die on the vine. The time to start predicting your organization’s reactions to personas is right now. You have probably touched on some of these topics in team discussions of process or in postmortems. Now it is time to dive in and figure out what makes your colleagues tick and how they get their jobs done. This information will help you when it is time to get ready for the persona birth and maturation and adulthood phases.

We define “organizational introspection” as the process of evaluating the problems and needs of your company, organization, and product team. Organizational introspection is, in simple terms, working to answer the following questions:


	How user focused is your company?

	How do people think and communicate about users?

	How is user information incorporated into the product design and development process?



You will find many answers to these questions by exploring how your company and team currently measure the success of your products and processes. The answers you find to these questions will enable you to plan your persona effort both strategically and tactically as you:


	Decide whether personas will be appropriate and helpful

	Predict the challenges you are likely to encounter as you create, introduce, facilitate use of, and maintain your personas

	Create a plan for your persona effort that will target the application of your personas to appropriate aspects of your development process.



No matter how you gather it, you will use the information about your organization and your personas’ audience to create a persona action plan, which will include both strategic and tactical action items you and your core persona team will use throughout the lifecycle.


Question 1: How user-focused is your company?

Every company is different. The best way to ensure the success of your persona effort is to understand the context in which the personas will be used. If you understand the way your company currently operates, you will be able to fully appreciate the changes you will be asking for regarding the persona process. You will also be able to predict when and how you will encounter hurdles and roadblocks.

How can I answer this question?

This question is asking for the big picture of your company when it comes to UCD. In other words, does your company already understand and value UCD? If so, how much and in what ways? If you don’t have much time and are planning to start small with your persona effort, you can answer this question by discussing the topics explored in the following sections with your core team.

Does your company believe it is user focused?

Look for examples of ways your company describes itself, your products, and your culture. Do these descriptions include reference to customer or user focus? Find copies of your company’s business plan, product brochures, Web site, and press releases. In these (and any other) materials:


	Is your company described as user or customer focused?

	Does your company describe the products it produces in terms of how easy they are to use and/or in terms of how well they satisfy customer needs?

	Is user focus part of your corporate culture?



If you find references to customer or user focus, you can use these references to help you describe the value of the persona effort.

Does your company act in a user-focused manner?

It is one thing for a company to describe itself and its products as user focused; it is another thing to “walk the walk” and put resources into UCD. Where does your company put its resources when it comes to product design? For example, does your company engage in the following:


	User research

	Usability evaluation

	Rough prototyping

	Market research

	Product support

	Training

	User-facing documentation

	Design?



If so, are the people who do these activities full-time employees of your company or consultants or contracted employees? Companies fully dedicated to UCD typically hire UCD professionals as full-fledged members of the product team. If your company contracts out some of these activities, you might have a more difficult time helping stakeholders understand why you want to spend resources on personas. Alternatively, if you already have agencies providing one or more of the services listed previously, you might consider adding persona creation to existing contracts and collaborating with these outsourced providers on the best ways to approach persona creation and user focus in your company (see “Decide when and how to involve consultants” in material following). Additional related questions to consider include:


	How does your company decide what products and services to create?

	Do you start with market and user research and build technology to meet the needs you discover, or do you tend to start with interesting technology and work to find ways to make that technology interesting to customers?

	Does your company define target audiences before or after it decides which products to work on?

	How does your company measure the success of its products, services, and internal processes? Specifically, is the success of any product measured in terms of user or customer satisfaction?

	Does your company follow up on promises to customers and users?

	Are product teams judged on how easy their products are to use, or on how fast the products are completed?

	If you were to ask your customers how user focused your company and products are, what would they say? For example, do they love, hate, or simply tolerate your products?



If you have more time or don’t think you can answer these questions without some research, your core team’s first project could be to create and administer a questionnaire exploring these topics and assessing the knowledge and opinions of your organizational (internal) customers. Whether you administer this questionnaire broadly across your organization or company or limit the respondents to key members of your product team, we expect that you will find convincing evidence to support the need of employing personas and other UCD methods. For examples of questions you might include in your UCD questionnaire, see “Story from the field: Using a Questionnaire to Find Out How User Centered Your Organization Really Is.”



Story from the field

USING A QUESTIONNAIRE TO FIND OUT HOW USER CENTERED YOUR ORGANIZATION REALLY IS

— Lisa Mason, Windows eHome PC, Microsoft Corporation

In March of 2002, an article appeared on zdnet on software rage (http://zdnet.com.com/2100-1107-854270.html). The article stated that users have lost faith in Microsoft because “Computer owners and software developers seem to have fundamentally different visions of who should use programs, and in particular, who’s responsible when things go wrong.” This article spawned an interesting discussion among members of my product team, Windows eHome PC Division, about what we could be doing better to represent our customers’ needs throughout the product cycle. As part of that discussion, we decided to send out a questionnaire to employees across several different but related divisions (for the sake of comparison), to let them voice their opinions on whether they thought their team was doing an adequate job of understanding and addressing their customers’ needs. Our goal was to learn:


	Were the various divisions incorporating UCD principles into their development processes, and if so to what extent?

	Did the employees understand UCD and what were their attitudes toward UCD in general?

	Were the divisions working together toward achieving UCD?



We created a Web-based survey that included the following statements, which where to be rated on a three-point scale (I agree, no opinion, I disagree):


	Cross-Group Collaboration

	Collaborating with individuals in other divisions is an essential part of my job.

	It is clear why I need to collaborate with people in other divisions.

	I know who I need to collaborate with in other divisions.

	Individuals in other divisions understand why it is important to collaborate with me.

	Collaborating with individuals in other divisions is difficult.

	List any projects or situations where you thought the collaboration between Division A and Division B had gone well.

	List any projects or situations where you thought the collaboration between Division A and Division B had not gone well.

	What do you believe should happen to make cross-division collaboration more productive? (Verbatim Response)



	Setting Business Goals

	I have a good understanding of my product’s target market.

	Information about my product’s target market is effectively communicated to me.

	What sources inside the company do you rely on for information about users? (Verbatim Response)

	What suggestions do you have for making information about your target markets more readily available? (Verbatim Response)



	Understanding Users

	Visiting customers in their own environment helps me do my job better.

	My team values observing users in their own environment.

	My team has identified what users want to accomplish with a product like ours.

	My team has identified how users accomplish tasks with our product.

	My team has a list of key user scenarios we are trying to address with our product.

	In the last six months, how many customers have you been out to visit in their own environment? (Verbatim Response)

	What can be done to give you a better understanding of your customers? (Verbatim Response)



	Assessing Competitiveness

	I know my product’s primary competition.

	Information about my product’s primary competition is effectively communicated to me.

	I understand why users choose our competitors’ products.

	I understand both the strengths and weaknesses of my product’s competitors.





We allowed two weeks for responses and then collected and evaluated the results. From this, we learned that we were doing some things very well. Across divisions, we were going a good job of:


	Communicating information about our target markets to our divisions

	Communicating information about our competitors

	Instilling the value of customer contact into Microsoft employees

	Using scenarios to design our user experiences.



However, our team members also had a lot to say about where we could improve. Specifically, they suggested that we:


	Develop and confirm user scenarios earlier in the development process

	Increase usability and design involvement in the development process, and allow more time for both

	Improve our cross-group work by clearly defining ownership and responsibilities

	Change our attitudes toward users by:

	Listening to our customers

	Not discounting them as being non-savvy

	Designing for users, not ourselves

	Valuing quality over ship dates

	Focusing on users’ needs, not technology.






Armed with this information, we set out to improve our processes. We made several changes, which included integrating more UCD methods into our existing processes (including some work with personas), rewarding team members for participating in usability activities, and tracking usability bugs in our bug database. Although we are excited about the progress, we know that these new processes are really just baby steps in the user design process. With each release, we plan to revisit this valuable data and implement processes to address these needs.



How can I use this information?

Through your examination of company documents, discussion with your core team, and employment of a UCD focus questionnaire, you will find some useful information to help you build your persona campaign. The answers you find will help you plan the education and evangelism aspects of your persona effort. At a high level, you might conclude:


	Our company is technically oriented

	Our company is competitor oriented

	Our company is marketing oriented (marketing decides everything)

	Our company is customer or user focused.



If your company is technically or competitor oriented, you will probably have to plan to start small with your persona effort and build understanding and appreciation of the value of UCD over time. When you first try to create personas, you will likely find yourself wanting to use personas for every project and for solving every problem. You won’t be able to see how any good work can be done without personas. However, if you try to start big you will increase the already considerable risk that the personas, and everything associated with them, will be rejected wholesale. Consider doing personas for a single product or subset of features. If you can wait to present the personas to larger groups until you have a success story with a single product or small feature set, you will have a much easier time convincing others that personas are worth knowing about.

If your company is marketing, customer, or user focused, you will have to spend less time explaining the value of UCD and more time on the specific ways personas can and should be used as part of a user-centered development process. Consider the conclusions found by Lisa Mason’s team (see the previous “Story from the field: Using a Questionnaire to Find Out How User Centered Your Organization Really Is.”). Lisa found that there were many ways in which the organizations she queried were already user focused, and that the improvements being asked for had more to do with honing existing methods rather than with starting from scratch. If we were using this information ourselves to plan a persona effort, we would:



	Take advantage of the fact that her organization is already highly invested in being user centered (e.g., plan not to spend a lot of time re-convincing colleagues of the value of UCD, but do plan to help everyone understand the relationship between personas and other UCD methods already in use)

	Identify existing processes that are going well and create personas to complement rather than replace these (e.g., existing communication strategies around target markets and competition)

	Describe personas to stakeholders as essential to improving problematic aspects of the process (e.g., describe the value of personas for facilitating cross-team collaboration and “forcing” user-centered thinking earlier in the development process)

	Build and communicate personas quickly, and plan to continue to develop them over time (to prove that they can help very early in the development process).
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RE-ADMINISTER THE UCD QUESTIONNAIRE AFTER YOUR PROJECT!

In Chapter 7, we provide ideas for how to measure the ROI of your persona effort. One great way to measure the before-and-after difference is to administer the same UCD focus questionnaire at the end of the project. You will be able to point to quantifiable differences in the level of user focus shared by the entire product team.



Question 2: How does your organization think and communicate about users?

Whereas the first question is likely to identify hurdles you will face in your persona effort, this question will help you identify opportunities. You will probably find many inconsistencies in the ways your colleagues currently refer to users, and it should be fairly easy to explain why these inconsistencies could be harming your processes and products.

How can I answer this question?

The easiest way to answer this question is to gather documents and other materials related to a recent release of a product or current project. Feature specification documents, vision documents, use-case collections, and other planning documentation usually contain references to target users. Look back through such documents from a previous product release and collect every reference to users you can find. They will likely occur in association with use cases and scenarios. They may be simple references to user roles or customer segments. However they appear, copy them directly into a spreadsheet or text document and take notes on their use. Consider the following when looking through these artifacts:


	What is the language used to refer to users?

	How are users’ characteristics, goals, needs, and behavior described?

	How are users distinguished from customers, if at all?

	How is knowledge about users communicated (e.g., research reports, segmentation analyses, presentations, or other artifacts)?
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ASK YOUR COLLEAGUES TO DEFINE THE WORDS THEY USE WHEN THEY REFER TO USERS

If your market segments are used as a type of shorthand for the term user in your organization, you have a golden opportunity. Ask various people to define what differentiates the various segments from one another. You will probably find that the people walking around saying “We’re building this feature for segment X!” won’t be able to define who, exactly, constitutes segment X. Ask “What type of people are in segment X?” and “What are their main characteristics?” You will probably find that the answers are quite vague and won’t include a useful summary of the demographic, psychographic, or detailed behavioral data at the foundation of the segment. Responses tend to be along the following lines:


	“Segment X are our best customers.”

	“Segment X are the people our competitors are ignoring.”

	“Segment X are the power users.”

	“Let me send you the segmentation report. It’s got all of that in it.”



None of these answers indicates knowledge of specific characteristics that will be helpful when designing the product. All of the previous definitions are stated in terms easily interpreted in multiple ways. For example, if you get the first answer listed previously, ask the same person to define what, exactly, it means to be a best customer. Is a best customer one who purchases a lot? How much is a lot? Or is a best customer one who purchases infrequently but makes a purchase every time she enters the store? Or is she one who never returns items?

If you record how people define the segments now, you will be able to compare this knowledge (or lack thereof) to the amount of information the same people are able to glean from personas. We believe you will find that personas enable your colleagues to digest, and carry into their daily decision-making tasks, far more salient information about your target users than do market segment descriptions.



Create a spreadsheet to record your findings. List the artifact, the specific reference to users or customers, and the purpose of the reference (for an example and additional ideas, see the discussion of the scenario-collection spreadsheet in Chapter 6).


How can I use this information?

In our experience, collections of scenarios and other descriptions of users that appear across such documents have revealed discrepant and haphazard references to target users. That is, each scenario, storyboard, or use case talks about a different user, and each uses a different name, job role, or category. Most are defined without any real data. There will likely be no coherence across such documents. You could find references to:


	No one (a noticeable lack of any reference to users or customers)

	Very high-level, abstract terms such as users or customers

	Coarse descriptions of customers, such as “segment B folks need it to be easier” or “our target market is people who care about X” or “we’re going after people who already use our competitor’s product”

	Loosely defined segments or groups of users according to their skill level, such as “novices” and “advanced users”

	Groups of users in terms of their roles, such as “administrators” and “audience members”

	Actual users or customers of your products, such as “Ted, that guy in Boston who is always calling with ideas”

	Reasonably well-defined user profiles and other information about users and their tasks, such as “active organizers” who maintain daily calendars, “to do” lists, and work logs.



If you are finding that the first two bullets describe the user and customer references in your organization, you probably also found that your company isn’t terribly user centered yet. If you are already using specific references to users (such as those in the last four bullets), plan to explain how personas are better product design tools than any of the existing user references (for suggestions, see “Create a communication strategy” later in the chapter).


Story from the field

DO YOU HAVE A “SHADOW PERSONA”?

— Kari Rönkkö, Blekinge Institute of Technology, Mats Hellman, UIQ Technology AB, Britta Kilander, and Yvonne Dittrich

Sometimes existing personas can make your persona effort more difficult. We had this experience at UIQ Technology. UIQ Technology is creating an interface development platform for handheld devices. UIQ’s developers all have a good understanding of the platform’s history, related applications, guidelines, and standards for the industry. Although this knowledge is good, it does have a downside: the developers are highly engaged and often have strong opinions and suggest many changes to interaction designers’ designs. We developed a bad development habit, as we often engaged in time- and energy-consuming arguments over the best way to present functionality on the platform.


These arguments were complicated by the fact that UIQ had a long history of using one particular archetype, or as we labeled it a “shadow persona.” The shadow persona was known as the traveling business man (TBM) in the company and had been employed from the very start. In fact, we inherited TBM from our parent company. Everybody knew about the shadow persona, but when asked, few knew how, why, or from where it originated.

With increased usability knowledge and more systematic and extensive user studies, the ID team’s understanding of TBM changed. The target group widened to include youths. The widespread usage of Short Message Service (SMS) indicates that they were early adopters of mobile technology and hopefully potential Multimedia Messaging Service (MMS) users. Instead of creating additional personas, everyone allowed TBM to become elastic. Depending who you asked and when you asked them, TBM was both a youth and an adult, male and female, who had any of a number of professions that required them to move around a lot (e.g., plumber, firefighter, doctor on the road, nurse or ambulance paramedic, policeman, salesperson, or veterinarian, to name a few). Even though TBM’s meaning had become more elastic, it still was the only widespread and accepted user representative in the company. The developers still thought of TBM as “just like me.”

The interaction designers often had to confront developers with such questions as the following. In what way do you constitute a fair representation of the user? From whose perspective do you claim that? How do you know that your opinion is a fair representation of the user’s opinions? The interaction design team wanted to remain faithful to the developers’ creativity and good intentions, but direct these toward a shared user understanding outside their own personal opinions. We decided to create several end-user representatives from our understanding of different real-world end users. As we created these personas, we realized that the original TBM was never an effective design persona. He was used to argue for a lot of features, but he never was very helpful in providing design input.

We understand why TBM was created: he was a fantasy person whom everyone could imagine using all the features we were building into the platform. He was created with good intentions, and he was an attractive fantasy that could help us sell our products, but he couldn’t help us create good, usable designs that would satisfy real people’s goals. TBM was created to suit the technology we were building. Technology should be built to suit the needs and goals of personas.




Question 3: How is user information incorporated into the product design and development process?

It is important to understand the design and development processes in use in your organization and the ways user information is (and often isn’t) incorporated into these processes. This will help you identify opportunities and scope your effort. If user information is already important in the development process, you need to decide exactly how you hope the personas will enhance user focus. If user information is not integrated into your processes, your personas might have a much larger job to do.

How can I answer this question?

In Chapter 2, we provided two basic product development process diagrams and illustrated how the persona lifecycle affects or integrates with each. What does your product development process look like? If you can, sketch your product design and development process as a diagram and consider the following questions:


	Do you involve users in the design, development, and marketing of your products? If so, how?

	At which stages in your process and in what ways is user information collected and considered?

	When it comes to integrating knowledge and insights about users into the products you create, what processes do your colleagues believe are working well? Which processes are failing, and in what ways?

	How do you measure the success of various processes in your organization?.

	How wedded is your organization to the existing design and development process? Are there any well-known frustrations related to the current processes? Does your organization tend to defend itself from new methods, or has your organization already identified problems with the status quo and decided to make some significant changes?



How can I use this information?

The answers to this question will help you identify ways you can leverage your personas in existing processes, Look for places that are known to be problematic and frustrating to the team. Try to understand what is negotiable and what is not. Perhaps your organization is very protective of activities in the middle of the process but would be open to personas and the information they contain at the beginning of the process, before the major work begins. Also, look for UCD processes where clearer definitions of users could be considered (i.e., scenarios, recruiting profiles). In some cases, so-called user-centered techniques are not very user centered in practice.



Bright Idea

PLAN TO MEASURE YOUR PROCESS IMPROVEMENTS

As you analyze your environment and the audience for the personas, you are in a perfect position to think about how you will eventually prove the ROI of your entire persona effort. Your evaluation of your organization will unearth aspects of your current process that are not working as well as they could, which will be easy to identify now and almost impossible to find once the organization has launched full-scale into the next development effort. Look for:


	Process-related documents that have inconsistent or confusing references to target users or to data

	Feedback on aspects of the development process that took too much time or caused your team to have to redo work, including the number of drafts required before a document (such as a spec) was considered complete

	Customer service costs related to bad interface decisions

	The absence of user-related information in places where you believe it is necessary (e.g., members of the product team who are only able to describe users in vague terms or product vision statements that don’t include any reference to the target audience)

	Actual times required to get from vision to design to launched product, which may be improved once personas are in place

	Conflicting assumptions about who the target users are and what they need.



Note that one of the biggest benefits you can expect from your persona effort will be consistency and clarity of focus among all the people working on product design and development. After your persona effort, you should be able to compare the documents you collect now to those created using personas. If you are successful, abstract references to users will be replaced by specific references to your personas or (in the case of marketing documents) will describe how the targets are similar to or different from the user personas. At the end of your project you can describe the value of the effort by measuring the before-and-after differences for the previously listed items.



When you craft your persona artifacts and explain their benefits, plan to describe specifically how you see personas working within (or changing) the status quo. You might want to explicitly communicate aspects of existing processes that the personas “won’t touch.” Work with your team to answer questions and overcome resistance you know will occur. Predicting problems isn’t going to be difficult, and overcoming them is easier if you have a plan.

Now you know the problems. Are personas the solution?

Personas are a great tool, but success with them is not guaranteed. Personas are, in the final analysis, just another tool user-centered designers should have in their toolboxes, and not every tool is right for every job. More specifically, personas are powerful communication and design tools, but only if they are applied to the right types of communication and design problems.



Bright Idea

CREATE A PROPOSAL OUTLINING YOUR PLANNED LEVEL OF INVESTMENT IN THE PERSONA EFFORT

Consider creating a short (two to four-page) proposal for your supervisor that briefly explains what personas are, specific organizational problems you believe personas will mitigate, and the level of investment you believe is appropriate given your time, resources, and the organizational receptivity to new methods. Your proposal can include:


	A brief definition of personas

	A short description of how you see personas changing the status quo

	Benefits of the effort for your organization

	Milestones and deliverables

	Resources requested.



List the current UCD processes in place and how the persona effort will augment, replace, or perhaps not affect these processes. List the members of your core team and describe the level of effort and amount of time you plan to spend on personas. Explain how you plan to integrate the persona effort into your schedule. It is highly likely that the time and effort you dedicate to personas will enable to you to serve your internal customers more efficiently, but you will have to make a convincing argument to present to your boss.

Your proposal might explain that you plan a persona effort requiring only a light investment, given that you have very limited time to dedicate to the project or perhaps because you believe your organization will be very resistant at first. Alternatively, you might suggest a moderate investment because the organizational issues are pressing, the potential benefits are large, and you have identified many colleagues who are interested in participating. Consider creating a tiered proposal asking for more time and budget in the future as you prove the benefits of personas.



The value of personas is not without cost. Personas require a lot of initial and ongoing work. We can almost guarantee that a significant number of people in your organization will make life difficult for you if you decide to try personas, and that you will have to be ready and willing to answer many questions about what they are, why you are doing them, how and why you created them, and how they should use them. Did you find that your organization:


	Has a fairly solid and shared sense of who the target users of your products are?

	Already makes good and informed decisions about product features?

	Communicates well between various internal teams?



If so, maybe you don’t need a huge persona effort, and your time and energy would be better used some other way, with other UCD methods (such as iterative user testing, longitudinal field research, and so on). If there are problems in your organization you think personas can solve:



	Which of these problems do you want to focus on first?

	Why does this problem currently exist?

	Is the problem solvable? If so, can you really imagine personas solving it?



Remember that personas are not magical. They don’t dissolve deeply entrenched political or organizational problems, they are not immune to resistance, and they are not a complete design process unto themselves.

Building user focus is much more important than building personas

You don’t have to embark on a full persona effort to get your organization more focused on users. There are many alternatives. You can customize the level of investment in your persona effort, or you could decide not to start with personas at all but to create some more basic user representations first and build up to personas from there. We provide a lot of information in this book, and we know it can look overwhelming. Remember that doing anything to get your organization more focused on users is valuable.

Different user representations suit different needs

What do you hope to accomplish by bringing user representations into your organization? Based on the results of your organizational introspection, why do you think you need personas?


	Enhance focus: You need to reduce or expand your possible target/ audience.

	Guide direction and decision making: You need to simply articulate user requirements and needs to help determine product goals and features.

	Promote discovery and understanding: You need help in uncovering pain points, design opportunities, and hidden truths about your users and customers.

	Facilitate feature design: You need to structure design and development activities around user needs and how they should influence design solutions, product flow, and technical implementation.

	Inspire innovation: You need to find new ways to inspire creative “outside the box” thinking when imagining or exploring solutions.

	Promote awareness and empathy: You need to teach your team more generally about their users and customers and engender a sense of care and concern for their reality and needs.

	Enhance community: You want to create a common, shared goal and promote an idea that your entire team can rally around. You want to create a common language and shared understanding that extends throughout your team and across other teams.

	Overhaul the development process: You want to completely revamp your development process from end to end to focus on UCD.




If your goals align with the first few bullets you may not need the detail and richness of personas; other user representation methods may suffice. If your goals more closely resemble those toward the end of the list, concrete, data-driven personas are likely to be more helpful than other user representations.
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FIGURE 3.1 User representations may vary in terms of detail and methodological rigor, among other things.



As shown in Figure 3.1, different representations of users vary in their degree of abstraction, specificity, and realism, as well as in their adherence to or reliance on data. Given your product team’s needs and your available resources, you could use simple user classes or categories of users (e.g., Internet Intenders versus Internet Enthusiasts) that include little detail and are based only on intuitions or logically defined characteristics. With more effort, those simple classes could take the form of narrative scenarios, wherein you begin to see a fuller picture of the user and their behaviors related to your product. Add personal details (e.g., goals, preferences, histories, and peripheral but relevant experiences) and they become personas. Of course, there are clearly exceptions to the definitions of terms listed in our figure (e.g., user classes can be empirically derived and market segments can be highly detailed). The point is that personas are not the only way to enhance user understanding and focus.

CREATE AN ACTION PLAN

Once you determine that personas will help you solve the problems you have identified, you can create an action plan for your team. The action plan is a translation of all of the analysis you have done into a roadmap or spec (specification) for your persona effort.



Handy Detail

ACTION PLANS CAN BE SHORT AND SWEET

Creating an action plan is worth the time it takes, whether you dedicate core team meetings to it or spend an hour creating one on your own. There are many ways to manage a successful persona effort, and your action plan will describe the process you think will enable personas to succeed in the particular environment of your organization. This book alone contains far too many techniques for any one persona effort, and your action plan will help you narrow in on the specific techniques you want to employ.



Your action plan should be based on the insights you have derived from your organizational analysis and serve as a roadmap for all of the persona-related communication you will manage until your product is complete and your personas are ready to retire. Like any good planning document, you will create a substantial portion of the action plan up front. However, as your project progresses you will need to be flexible with your original plans. Effective action plans range from short sets of bulleted points to detailed prose documents. Although they can be of different formats, all persona action plans incorporate the following:


	A definition of the scope of the project and the associated goals for the persona core team

	A description of a communication strategy

	A listing of milestones and deliverables.



Define the scope of your persona effort

If your company is far from user focused, you should definitely start with a small, tightly scoped persona effort and plan not to be discouraged if it takes a while for the value of personas to be felt. If you can succeed with a small project, you will have data that will help you convince more stakeholders at higher levels that the investment in personas is worthwhile for other, larger projects.

If your company is already somewhat user focused, or if you have a lot of influence with the executive staff, it might make more sense to plan a more extensive effort. Rather than starting small and building on your successes, you could decide to drive the adoption of personas from the executive level down. Although insisting that people use personas isn’t sufficient to ensure the success of the method (you will still need a solid plan for persona adulthood, for example), this can be a great way to shift corporate culture toward user-centered thinking. For a case study describing a large, executive-driven persona effort, see “Story from the field: Personas to Solve Business Problems: A Top-down Approach to Introducing Personas into an Organization” in material following.

As a rule, if you want to achieve big changes with your persona effort you have to get the executive team involved and bought in. If you want to start with a more localized, grass-roots persona effort to solve smaller problems, your executive team doesn’t even have to know about your personas. As you define the appropriate scope for your persona effort, complete the following statements (we have given you some possible endings).


	The personas we build will help the organization to:

	Create a new product strategy

	Explore new business opportunities

	Make better design decisions

	Communicate more effectively

	Work more effectively as a team

	Understand the desires of the executive staff

	Articulate assumptions that are holding us back

	Identify who we are not building this product for.



	The personas we build will help the persona core team members by:

	Evangelizing the notion of UCD to our organization

	Creating a language to help us communicate our work

	Helping us to work across departments

	Delivering detailed information about our users to important stakeholders.



	The personas we build will be used by:

	List the organizations, teams, and people that will use your finished personas.



	The personas we build will be used for:

	All of our company’s products

	A single product

	A single feature or small set of features

	Influencing the following decisions: _____

	Answering the following questions: _____.



	The personas we build cannot possibly solve:

	The fact that the executive team always has the final call

	Technology-related issues, such as the fact that our UI is limited by the current browser technologies

	All of our organizational politics.







Story from the field

PERSONAS TO SOLVE BUSINESS PROBLEMS: A TOP-DOWN APPROACH TO INTRODUCING PERSONAS INTO AN ORGANIZATION

— Howard Blumenthal, Former Director, E-Commerce & Database Management, Pfaltzgraff

Pfaltzgraff has been around for 200 years. We are an established company with a tremendous amount of historical data on our customers and our market. But knowing all about a rich and successful history doesn’t necessarily make it easy to stay current and in touch with who your customers are today.

We decided to try personas as a tool to get our executive board back on the same page. Many members of our executive staff have been at the company for 10 years or more, and every one of them had a different sense of the customer that had built up over their tenure. These assumptions developed organically, and they had little or nothing to do with the data we have about our current customers (who are very different from our customers of 5, 10, and 20 years ago). Like many executive staffs, we recognized this as a problem and we have been talking about it for years. We were searching for new ways to slice and interpret our data.

We Wanted Personas to Solve Some Well-known Problems

Why weren’t our old methods of understanding customers working anymore? As consumer interests continue to fragment, traditional geo-demographics simply cannot give you a clear picture of your customers. Where people live and the recency and frequency of their purchases provide information about groups of consumers, but this information isn’t terribly useful. As customers become more niche focused, we have to find some other way to understand consumer groupings and to act on this understanding, and we saw personas as a way to do this.

In addition, we thought personas would help us understand our customers’ attitudes, behaviors, and emotions in new ways. Dinnerware is a very emotional product. People associate dinnerware with family events, weddings, and other emotional occasions. Personas promised to give us a new way to find useful commonalities within our range of customers.

We decided to work with a consulting agency to develop our personas. Yankelovich (www.yankelovich.com) took on the task of researching and analyzing our customer data and identifying groups of customers that stood out. From this group of rough personas our executive team then collaborated with Yankelovich to identify four groups of customers that had a high purchasing affinity for the particular product we were working on at that time. We built personas to represent each of these four groups and then got to work assessing the similarities and differences between the personas.


Using the Personas

The executive team had selected the personas we felt were important to our business. We knew it was going to be a big step to build the personas into our culture, process, and strategic planning activities. We have a strategy meeting every year and decided to use this meeting as a chance to introduce the personas to the entire company. We also used the personas to organize and contextualize the strategy discussions we had at the meeting.

To do this, we created eight interdisciplinary teams. Half the teams focused on how we could use the personas and the information they contained. The other half focused on other strategic issues. Then we asked them to cross-pollinate to answer some important questions, such as, “How do you address specific strategic issues with respect to the information you have in the personas?” Since the meeting, the executive team has been working hard to prioritize the issues that came up, and everyone else in the company has been thinking about how the personas should influence their activities. For example, product teams have been thinking about which persona their products should be built for and will appeal to, and merchandising teams have been considering redesigning entire stores for “Jennifer” or “Cheryl.”

Changing the Way You Think About Customers Takes Time

For Pfaltzgraff, we have envisioned the persona effort as a multi-year effort. We got a lot of the bits and pieces in place quickly, but realizing the full benefits is going to take time. First of all, we manufacture dinnerware, and production takes time. Changes we make today may not be visible to our customers for months. We are working on our messaging and marketing materials, many of which take months to produce and publish. We also believe that personas will change many aspects of our internal culture, and that doesn’t happen overnight.



Define specific goals for the persona effort

To have a successful persona effort, you must set clear, attainable goals. No persona effort will ever solve all problems you can identify during organizational introspection. The goals you identify now will set expectations regarding your effort throughout the rest of the lifecycle. In addition, the clearer your goals, the easier it will be to measure the success and value of your effort during the lifetime achievement and retirement phase. As you define the goals for your persona effort, complete the following statements:


	We will know the persona effort was successful if:

	Products ship faster

	Products get better reviews

	Customer service costs go down

	Overall business strategy changes

	Our development team members can clearly identify and describe our target audience

	The features we end up building are different from those we are planning to build now

	Every feature is designed for and around scenarios with our target personas.



	The biggest risks we face with this project are:

	Complete unwillingness to use the personas

	Distraction from our other responsibilities, which might delay the product

	Dedicating time to do it well

	Finding data

	Getting everyone to use this method and it not resulting in a better product.





If you are going to create a written action plan, include your scope and goals.


Handy Detail

YOUR ACTION PLAN WILL HELP YOU MEASURE THE ROI OF YOUR WORK

The answers to the “Researching your organization” questions above should help you create a plan for collecting and evaluating ROI-related information as you continue your persona effort. If you know you will need to explain the value of your persona-related work at the end of your project, create your action plan to explicitly answer the questions on the left-hand side of the table shown in Figure 3.2. Figure 3.3 shows a generic action plan and how to detail milestones and deliverables.
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FIGURE 3.2 Measuring the return on your persona-effort investment is much easier if your plan includes specific references to the improvements you hope to realize. If you create your action plan to explicitly cover the questions on the left-hand side of this table above, you will thank yourself during the lifetime achievement and retirement phase.
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FIGURE 3.3 Your action plan should include a mission or vision statement (which we recommend in the form of an “elevator pitch”), overall goals, and resources for completing the work. You will also need to detail the milestones and deliverables for your persona project, which we recommend you complete in terms of the lifecycle phases. (For an example of a completed action plan, see “Meanwhile, at G4K … The G4K core team creates an action plan” later in this chapter.)



Note that you will be able to use your action plan in measuring the value of your persona effort during the lifetime achievement and retirement phase by measuring the changes that result from your work.




Create a communication strategy

You and your core team will have to educate others in your team and company about the value and use of personas. There are four topics you should be prepared to explain (at varying levels of detail) as you embark on your persona effort:


	What is the persona method, and why does it work?

	Who are your personas?

	How were your personas built, and why did you build them that way?

	How should your personas be used during the design and development of your product?



There are three times during the persona lifecycle you will need to focus your attention on your answers to the questions listed previously and on the best ways to communicate these answers:


	When you taught the members of your core team about personas and why you have decided to undertake this project (you have already done this)

	Now, when you and your core team think about how you will start educating the team leaders and stakeholders in your organization about personas (we call this “method evangelism”)

	During the birth and maturation phase, when you will be introducing your completed personas to the people who will actually be using them daily.



Create a strategy for method evangelism

Your core team will have to convince the stakeholders and key individuals in your organization that personas are the right thing to do. These key people are the executives, managers, and other formal leaders on your team. They are also the strong individual contributors scattered around your organization—the people who are respected and followed by others. If they buy in to the persona effort, it will be much easier for you to introduce the personas during the birth and maturation phase and to support their use during the adulthood phase.

Because you have already worked to convince your core team members of the value of personas and the methods you intend to use during the persona lifecycle, you have a head start on planning your method evangelism. You know what messages have been most effective in your core team. If you consider these effective messages and what you know about your organization due to your organizational introspection, you can create an effective plan quickly.

As you get started, think about your recent experiences with your core team. In particular, think about the topics that came up most in conversations. What did you have to repeat as you discussed personas with various colleagues? It is actually a good thing when you have to repeat yourself, because each repetition identifies discussion topics important to your company culture that are bound to arise when you start talking about personas outside your core team. As tedious as it is to discuss these topics over and over, it is important that your answers be solid by the time you are asked the same questions by colleagues who are not on your core team. To help with this, in a core team meeting write down the individual questions or issues and the answers you agree on in an FAQ (frequently asked questions) document.


Prepare a persona “rude Q&A” document

When public relations and marketing people get ready to introduce something—be it a new product, service, or change in your company—they often prepare a document called a “rude Q&A.” This document lists all of the difficult questions colleagues are likely to encounter and strategic answers to each. We have prepared a “rude Q&A” for you to use as you introduce the persona method in your organization. We recommend that you use this to craft your own rude Q&A document for your persona core team and other persona stakeholders. We also encourage you to return to this list during the birth and maturation phase of the persona lifecycle, when you will enhance and implement your persona communication strategy.

Q: What are personas?

A: A persona is a detailed description of an imaginary person that embodies shared assumptions about users of a product, data regarding users of a product, or both. A persona is a design target that helps everyone on a product design and development team focus on user needs and user experience consistency.

Q: Why do we need this persona stuff? We already know who our target users are.

A: Answer this question by pointing out discrepancies in the way your colleagues understand and communicate about users:


	Show your collection of user references from previous products or product releases to demonstrate that there really isn’t consensus on who your users are.

	Conduct an assumption persona exercise (see “Collecting assumptions to create assumption personas” later in the chapter). Creating assumption personas is quick and easy, and the exercise will make their implicit assumptions explicit and highlight any discrepancies between their expectations, opinions, and experiences and those of target customers. These assumption personas can serve as the starting point for data-based personas, and they can point out holes in your company’s knowledge of your users and dictate studies and specific questions that should be researched. In the unlikely event you discover the assumptions about target users are rich, accurate, and shared, you may decide to focus on a UCD method other than personas.

	Emphasize that your finished personas will embody data—sometimes a lot of it. If you have decided to communicate assumption personas (which don’t necessarily embody data), your personas will, at the very least, expose and align all of the disparate assumptions about users.



Q: Why personas? Seems like personas are a lot more work than we need. We can just talk about users more. What’s the big deal?

A: Talking about ‘users’ is good, but we need to do more than this. The word ‘user’ does not convey enough real information about the people who will be using our products. Unlike the word ‘user,’ every persona is as well described and detailed as an individual person. Creating and using personas in our development process will help our entire organization stay clear on who our users actually are and focused on meeting their needs.

Q: Why don’t we just pick a real person and design for them? It’s a lot less work.

A: Designing for a persona isn’t really the same thing as designing for a single real person. Real people have quirks. Personas have characteristics that are derived from data. The persona effort will help identify the important and shared characteristics of those people who can benefit from using our product (whether or not they do so today). Personas allow you to focus on the important characteristics across many users, and not be sidetracked by individual preferences and experiences of real people. Personas put a name and face—and set of behaviors, biases, and so on—on top of a much larger set of data. The data-driven characteristics we include in the persona are those we believe relate to and should affect our product.

Q: Will our personas represent all of our customers/users?

A: No, personas cannot and should not represent all of our customers or users. Rather, personas are descriptions of people who reside in the “data neighborhood” we have established as important to the success of our product and business. As such, personas are both good examples of typical users and strong strategic targets.

Q: Will personas really make our product better?

A: To answer this question, create a list of three to five of the major problems you have identified and a few bulleted items describing ways personas have helped solve these problems for other companies. For inspiration, refer to the many sidebars in Chapter 7 that describe the process and communication improvements other companies have experienced as a result of using personas.


Q: Our products are for everyone and we need to build something for all of them. Shouldn’t we create enough personas to cover them all? Why not create a bunch of personas and create a product they will all love? It doesn’t make sense to design anything for just one person!

A: You are right, it doesn’t make sense to design something that only one person will like and use. But it also doesn’t make sense to design a product for everyone. When we try to do that, we end up creating a product that probably makes a lot of people only semi-happy. If we can create a product that makes sense and solves real problems for our most important personas, it will make sense and solve problems for many other people as well.

If you are asked this question, remind the questioner that building a product to satisfy a few specific personas does not mean that everyone else will hate the product. Remind them that all of the designers and developers have their own definitions of who the users are (some are “designing this so my mom can use it,” whereas others are designing it for themselves). Creating personas aligns everyone’s thinking and increases the odds that decisions are made on a consistent set of important criteria. We have witnessed several large companies, with very broad audiences for their products, successfully narrow in on a small set of personas to target. You will find multiple examples of this in sidebars throughout this book.

The truth is, no matter what your products are, they aren’t really for everyone. They are for a (perhaps large) set of people who share certain characteristics. Personas will help you focus on those critical characteristics. You can create as many personas as you like. In fact, that would be a terrific exercise and help you understand the executive team’s thoughts on who your customers are. And over time, yes, it is your goal to make all of your personas and all your customers 100 percent happy. But this has to be done over time and with revisions of the product. If you try to satisfy everyone right now, because of time and other pressures on your product development schedule you are guaranteed to fall short for all of them.

Q: Does this persona stuff actually work? What other product teams or companies are using personas?

A: Yes, many companies across a variety of industries have used this method with success.

The case studies we have included in this book, along with the references to other work, provide specific examples to point your colleagues to. See, for example, the “Stories from the field” for Best Buy, Medco Health, and Leo Schachter Diamonds in Chapter 7. Use them to help you create an answer to this question that appeals to your organization.


Consider distributing a few key case studies or published reports on the persona method to your leadership team. We have included several sidebars in this book written by CEOs (e.g., Ken Seiff, former CEO of Bluefly, and Brian Schlosser, CEO of Attenex) and other executives (Howard Blumenthal, former VP Marketing at Pfaltgraff). In addition, the Forrester Group—a leading industry analyst—has several reports on the business benefits of personas that are well worth purchasing and sharing with your leadership team. References to several of these are found in the References at the end of the book.

Q: What if you create the wrong personas?

A: This is a concern that comes up all the time for persona practitioners. Remind anyone who asks this question that you are actively involving stakeholders and key contributors in the company. You and your core team will create skeletal personas, and then you will work together to prioritize them according to business objectives. (For more information, see Chapter 4.) As you craft an answer to this question, keep the following in mind:


	Remember that designing for a small set of personas does not imply that you are designing to make all other people unhappy.

	Your personas either reflect the shared assumptions you all have about your users and/or they reflect the data you have collected. Because you do hope that many people similar to your personas will use your products, all you have to do is pick a persona who is in the right neighborhood to derive the benefits of the persona method.

	The creation of your personas included a review and evaluation process that, at the least, ensures you have made decisions here that are in line with your business strategy. Your validation efforts ensured that your personas do in fact resemble groups of real people you want to target.

	Your “finished” personas are just a starting point. Once your personas are in place, it is important that you both validate them and continue to do user research and employ other UCD techniques to ensure you are on target. (Depending on who asks you this question, this statement can possibly help you make a case for further investment in understanding and designing for your target users.)

	Imagine the worst case: that the assumptions or data behind the persona are completely wrong. If this is the case, you have the larger problem of not being clear on who the audience is for your product. Even if this were the case, picking a single persona to design for—even if this persona turns out not to resemble your actual users in any way at all—still has some benefits. If you create a product that enables the “wrong” persona to achieve a goal, it means that you have made a product that makes sense throughout the entire user experience. Consistency across the entire user experience is a by-product of the persona method, and is a benefit your product could gain regardless of which persona you use.




Q: Won’t personas stifle our ability to innovate? We need to be free to explore new ideas and technologies. We are interested in designing for the future, not for today’s users.

A: Personas help clarify where innovation should occur. When personas include goals, needs, aspirations, fears, and “pain points,” they help you focus on the way things could be, and the way they should be. They clarify design opportunities.

Q: Aren’t we too far down the development path to start thinking about target users now?

A: It is much better to think about users as early as possible, and well before product design and development start. However, it’s never too late to think about users.

If you are asked this question, tell the questioner that you have assembled a core team to do the difficult work, and that you will create the personas and will show everyone else how they can help. Personas you use now can certainly help on the features you have not finished designing and building yet, and they can help a lot during the inevitable feature triage you will face at one point or another. Using personas will help you make consistent decisions about which projects and features are the most important based on what your users need the product to do.

Q: It looks like personas are going to make our jobs harder! We don’t have time for this!

A: The personas should help you design it right the first time. In other words, using the personas will help you (and even force you to) make good decisions about your product earlier in the design process, which should eliminate some of the churn and pain of having to undo bad decisions.

Ask everyone to let you know when and if the use of personas interferes with their work, and pledge to remove any difficulties as soon as you hear about them. Remind everyone that your role will continue as the “owner” of the persona effort, and that you are dedicated to using the method only if it turns out to be helpful. Remind your colleagues that it is not your intention to make their jobs more difficult or more complicated. Although you are asking for some time at the beginning to explain the personas and why you are doing them, the actual use of the personas should make everyone’s jobs a little easier. Because you will share a common perspective on target users, communication and decision making should become quicker and easier.

Q: So, if we do personas, do we still have to do other things such as usability testing?

A: Yes, personas can’t do everything. Personas can help you focus on data about your users as you make design and development decisions about your product, but using personas doesn’t guarantee that you will eliminate the need for other forms of requirements gathering, user testing, and other UCD techniques.


No single UCD method (or software development process) guarantees that a finished product will be perfect or that your product will succeed in the market. Even development processes that include many UCD methods can result in products that have usability problems or fail to meet users’ needs and desires. There are many forces that impinge on the development process and the ultimate success of a product in the market (e.g., timing, what your competition does, and so on). Personas will help your organization focus on the right problems and will help you create a better product, but they are not a panacea and there is no guarantee. However, personas are so powerful as communication facilitators, and so good at naturally getting everyone on the same page with respect to their understanding of which users you are all targeting, that a well-executed persona project will both increase the probability of a successful product and have a noticeable positive effect on your development process.

Q: Target users—isn’t that the marketing team’s problem?

A: It’s marketing’s job to build interest in and sell the product you create, and the people who actually purchase your product might not be the same people who will be using your product (especially if you build products for businesses). Marketing will have a much easier time selling your product if your product does what your customers need it to do and does it well, solving real problems for real people. Your job is to create a great product, and to create a great product you have to know who you are building the product for, and their goals, needs, and tasks.

For more information on the differences and relationships between personas and marketing, see Chapter 11.


Bright Idea

CREATE AN ELEVATOR PITCH

An “elevator pitch” is a short sales pitch that can be delivered and generate interest in the time it takes to ride an elevator (with, of course, an important executive riding with you!). Elevator pitches or “idea viruses” [Godin and Gladwell 2001] can be written as concise stories that describe how your idea will solve a big problem. For more on writing effective stories related to personas, see Chapter 9.

The following are eight steps for creating an effective elevator pitch (adapted from Hoult [2000]):


	Assume short buildings (make it short; think 50 to 150 words maximum).

	Put a tag on it (make it easy to remember with a descriptive phrase or tagline).

	Solve a problem (be specific and try to name a big, well-known problem).

	Turn adversity into opportunity (e.g., we have so much research we are drowning in it; personas mean you will never have to read a long research report again).

	Lay out the benefits (again, be specific).

	Conclude with a call to action (e.g., “Come to our assumption personas meeting!”).

	Make it tangible (put it in terms that mean something to the listener; don’t use jargon).

	Show your passion.



The G4K elevator pitch is included in “The G4K core team creates an action plan” following. For additional help on creating an elevator pitch, see the article by John Hoult [2000] in the References at the back of the book.



Identify milestones and deliverables

Instead of guessing how much time each phase of your own persona lifecycle should take, figure out how much time you have and work backward. To do this, start by identifying existing deadlines, including:


	The intended “launch” or “live” date for your product or service, including any early ‘test’ launch dates (e.g., alpha and beta launches, if applicable)

	The “code complete” date (or date when all tweaks must be finished)

	The “design complete” date (or date when coding or development is due to start)

	The “spec complete” date (or date when the plan or design for your product is expected to be complete)

	The “requirements complete” date.



In the best possible scenario, you and your team should aim to:


	Set a date for persona birth (e.g., introduction of the personas to the product team) as early as possible in the product lifecycle. In the best circumstances, personas help executives and product managers determine product requirements. If your product has already been specified, try to set a date for persona birth before design and development start in earnest.

	Plan for persona adulthood to continue from the time you introduce the personas until the product is complete.

	Start lifetime achievement, reuse, and retirement activities shortly before customers are able to purchase and use your product. You will continue aspects of this work as customers use your product, but you can start early to evaluate process improvements and prepare for the next project.





G4K Meanwhile, at G4K …

THE G4K CORE TEAM CREATES AN ACTION PLAN

The G4K core team created the following high-level schedule by working backward from launch date and other significant project milestones. The entire development cycle is extremely aggressive for this team: six months from start to finish.

G4K Persona Effort: Elevator Pitch

G4K creates great games because we know what kids and their parents want from games. The G4K portal can only be great if we know what kids and their parents want from the Internet. We are creating specific descriptions of kids and parents—in personas—to capture everything we know and need to learn to create the G4K portal. Our personas are going to allow all of our data, in the shape of real kids and real parents, to sit in on every meeting, in every office, and influence every decision we make about the portal.

G4K Persona Effort: Action Plan

Resources for our persona effort:


	First two weeks: half-time effort for core team members

	Remaining weeks: 2 hours per week for core team members

	Use of printing facilities in design department (color printer, etc.)

	Permission to expense $200 for persona-related costs.



Product problems we want to solve with personas:


	Other companies have Internet portals for kids. We are behind. How can we create a portal that is world class and worthy of the G4K brand in such a short time?

	How can we recreate some of the key experiences built into our G4K games in an Internet experience? The technologies are very different.



Process problems we want to solve with personas:


	Deal with incredibly fast turnaround required for online portal development (unlike game development schedules)

	We have never done Internet delivery of a product. Personas need to help us understand our existing users in a completely new domain

	Communicate different needs to development staff unfamiliar with Internet-related issues

	Leverage the efforts of our very small team

	Leverage the efforts of people not directly on our team but whose help and expertise is needed.




Our milestones and deliverables for the G4K persona project are shown in Figure 3.4.


[image: image]
FIGURE 3.4 Milestones and deliverables as part of G4K’s persona action plan.





It is certainly not necessary to list all of your deliverables before you start your persona effort. In fact, we recommend that you wait to decide which specific deliverables you want to create, and their formats, until close to the time you will create them. This way, you will be able to customize your work according to the prevailing circumstances in your company and on the project. However, if you are asked to provide a list of deliverables, include (according to your plans, the scope of your effort, and your preferred methods) some or all of the “basics” listed in the following sections. The sections that follow cover basic deliverables by lifecycle phase:


Family planning deliverables


	Persona core team roster

	Schedule for persona-related work as it fits into the project schedule

	Conclusions from your organizational introspection (usually not shared because they might contain sensitive information)

	Persona action plan

	List of data sources for use in personas

	Plan for additional research (if required)

	Optional:

	Assumption personas

	Reality Maps.



Conception and gestation deliverables


	Data assimilation results

	Prioritized persona skeletons

	Persona foundation documents



Birth and maturation deliverables


	Persona communication plan

	Persona communication artifacts



Adulthood deliverables


	Persona-weighted feature matrix

	Design Maps

	Scenario collection spreadsheet

	Mood boards

	Usability test participant screeners

	Usability test results reporting issues per persona

	“Persona Bug Bash” plans for Quality Assurance.



Lifetime achievement and retirement (and ROI) deliverables


	Costs of the persona effort

	Benefits of the persona effort (including a description of how the effort improved your product, your design and development processes, and your company’s focus on users)

	A short plan regarding the reuse or retirement of the personas.



DECIDE WHEN AND HOW TO INVOLVE CONSULTANTS

Creating personas can be a lot of work, and finding the time and resources can be difficult. Hiring consultants to perform some of the persona work can help, and more consulting agencies are offering persona-related services every day. If you are a consultant, or plan to hire one, the persona lifecycle will work for you. The challenge will be in figuring out what services the consultant should provide, how involved and integrated the consultants should be with internal teams, and how to maintain the consistent communication successful persona efforts require.

The first problem most consultants encounter is selling the idea of using personas. How can you explain that the time and effort required to create personas will pay off? How can you ensure that the personas will be worth the time and effort required? Consultants cannot fully understand the political environment into which they will try to launch personas, and they are not necessarily paid to spend a lot of time educating clients on the value of personas. Internal teams looking to hire consultants need to figure out how well the consultants understand their product domain, their business goals and strategies, and the challenges of supporting a successful persona effort.


Story from the field

DON’T ASK, JUST DO IT

— Brenda D’Angelo, Information Technology Services

We don’t ask for permission to use personas on our consulting efforts. They are simply a part of our process and we involve each project team we work with in the creation of them. We consider personas one of the core UCD methodologies, along with scenarios of use. We tell our clients that if they don’t have time for everything we recommend to spend the time on personas and scenarios of use.



Plan to include your consultants throughout the product development process

Personas that are “thrown over the wall” that exists between a consultant and the internal client teams are all but destined to fail. They will be popular for a week or two, the novelty will wear off, and the fancy posters will hang, ignored, on the walls. The undertow that pulls teams back to familiar development processes is too strong for mere posters to fight. Personas require alert and active champions who have close ties to the development team.


Does this mean it is pointless to try to introduce personas as a consultant, or to hire a consultant to help with the effort? Far from it. But it does mean that a consultant must carefully assess the client’s needs, and the relationship he has with the client, to create a customized campaign that will work “across the wall.”


Story from the field

WORKING WITH CONSULTANTS

— Howard Blumenthal, Director, E-Commerce & Database Management, Pfaltzgraff

We found that there are two things to consider when choosing consultants: how much and what types of data they can collect or access, and how well they can interpret that data relative to your specific product domain. Consultants must convince me that the data they have is valid and that it includes enough breadth to be meaningful. They also have to convince me that the data they provide is relevant for and specific to my business in particular. I’m not looking for a consultant who has a strong handle on the entire country’s demographics. I want a consultant who really understands my industry and the segments of customers who mean something to me.

But relevant data on its own isn’t enough either. The reason to hire a consultant is to get their years of experience and expertise using personas and other UCD techniques. I want them to bring ideas on how to message to the personas they create and what I’m doing right and wrong in my current programs. How can they help me build a plan for testing new products and messages with people similar to my personas, because the “old” ways of testing don’t really apply when you use personas.

Finally, the consultant has to be able to deliver deep information, but they have to deliver the right amount at the right time. A consultant should be able to create 30 to 60 initial sketches of personas, but then they have to be able to roll them up into six to eight persona profiles to present to the executive staff. If you start too deep in the data at the executive level, you will get bogged down in minutiae and lose focus. I expect them to know the details of the subgroups and even individuals within groups, but they have to be able to craft materials that are at the right level for various audiences in the company.




If you are a consultant: early deliverables will help convey the value of the personas

A consultant’s first persona-related deliverable can be a set of assumption personas that provide a consistent set of user referents for everyone on the client’s team. Consultants can create these independently or ask the client to participate in an assumption persona exercise. The goal is to show the client that the current descriptions of users are inconsistent and unhelpful and that this situation is easily remedied.

If you are a consultant, offer to do a competitive analysis based on the assumption personas: “We all agree that Philip is a great example of our primary user. Let’s walk Philip through this latest release from our competitor:


	What will he love about the new release?

	Will he be interested in all these new features?

	What doors did our competitors leave open to us?



When you understand what might make Philip like your competitors’ offering, you will be able to find ways to make him love your product.”

Why is this worth your time? Personas are a great way to establish a lasting and iterative relationship with clients. Once you have created basic personas, you can use them to re-approach a client and express the benefits of your services. Drop your clients a note to let them know that your team has been evaluating a lot of market research lately that sheds light on Philip’s use of the Internet at home.

Explain how your clients’ existing design and development process could be augmented with persona-related tools (such as those described in Chapter 6). Hold a free brown-bag seminar for clients to show them how to attach more data to their personas by using free data resources. Offer to analyze your client’s usage logs to find out how much more money Philip is spending once the redesign is done. The more your clients know about personas, the more likely they will be to come back and ask you to help them develop real personas.

You can create personas to show to potential clients to express to them the depth of your understanding of their users. Use these provisional personas to show them the distinction between purchasers and users if this is an important distinction. Show them how some of the persona details are drawn from interesting and relevant research available to you.

Finally, make sure you are familiar with the content in the adulthood phase. This is where the heavy methodology is and where obvious value can be expressed. You should be able to describe example deliverables you can offer if they opt for personas (e.g., the persona-weighted feature matrix). This is where the real decision-helping value of the persona effort is.


IDENTIFY DATA SOURCES AND COLLECT DATA

You have a core team, you understand the audience for your personas, and you have created an action plan. It is time to start collecting the material you will use to create your personas.

From one-on-one interviews to widely published reports, there are thousands of data resources available to persona practitioners. If warranted and possible, you will do some original user research of your own, though this endeavor tends to be the most time consuming of all. The amount and types of data you will collect will depend on how much time and money you have to spend and your own evaluation of how much data will be necessary to create good personas for your project.

Creating personas from rigorous data is the best option, but it’s not the only option

It is difficult to come up with an argument against employing user data in the creation of personas, but it is not impossible. Collecting, analyzing, and translating insights generated from data into personas takes time and energy. If you simply don’t have time to create data-driven personas, there are alternatives that require less of an investment. We strongly believe that any focus on users is better than no focus on users. You could choose to use some other representation method instead of personas (such as any of those listed in the previous section, “Different user representations suit different needs”), which might require less data than what we suggest here for persona creation. Alternatively, you could choose to use “secondary” data sources to create personas, as described later in this chapter.

There are different types of data sources you will be able to collect, and different types of information that will be contained in these sources. Data sources are either primary or secondary:


	Primary data sources: Primary data is any data collected by directly observing users’ behaviors or asking users about their actions, thoughts, or feelings. Primary data sources available to you include research done by your group, by other departments in your company, and by other companies who have published their findings. The “primary-ness” of the data refers to the proximity of the data collector to the people being studied. This means that data sources don’t have to be created by you or your company to be primary for your personas.

	Secondary data sources: Secondary data comes via a third party, usually a distant teammate who has some contact with users but is drawing upon memory and experience to make “factual” statements or inferences about those users.




Data itself is either quantitative or qualitative:


	Quantitative data: Quantitative data usually comes from large numbers of users and is collected via a method that promotes both efficiency and rigor (e.g., a questionnaire, structured phone interview, or analysis of server logs). It is often expressed numerically (e.g., 47% of our users spend $50–$60 a year on our products).

	Qualitative data: Qualitative data usually comes from smaller numbers of users and is collected via a method that promotes deep understanding. The “why” behind the facts is answered by qualitative data (e.g., observational site visits or ethnographic research, one-on-one semistructured or unstructured interviews, and journal keeping or a diary study).



Some research methods (e.g., focus groups) can produce qualitative data, quantitative data, or both, depending on how the research is conducted.


Story from the field

USE THE RIGHT COMBINATION OF DATA TO CREATE PERSONAS FOR TARGET MARKETS

— Matthew Lee, Usability Engineer, InfoSpace, Incorporated

We have been very concerned with making sure that the personas we create represent our target market. Some in the company argue that the only way to do this is to use hard quantitative data and statistical analysis to identify the correct target market. Others argue that we need to talk to individual people to find out if they are in our target market. If they are, we should create personas out of the rich information we get from talking directly with them (i.e., personas should be created from qualitative data). Both perspectives are valid, but the true answer lies in a combination of the two approaches: going out on field studies to really understand the people who would use the product, but at the same time bringing in statistical data to give credibility and broad perspective to your answers.



During the family planning phase, your goal is to figure out what your data sources should be and to collect the raw data. We believe that the best personas come from a variety of sources, especially including both quantitative and qualitative data. Further, although we have seen great personas created after an extensive data collection and analysis effort, we have also seen useful personas based completely on assumptions.

Given the sheer volume of information available on the Internet, and the amount of information available for free, it is likely that you will always find some data relevant to a persona project. It is also likely that you will feel you don’t have enough time or help to ferret out the available data. However, if you do have trouble finding data you can consider creating assumption personas—personas based on the intuition of you and your teammates regarding your target audience. We consider assumptions a type of secondary data. Assumptions are really educated guesses often based on real-world experience as well as knowledge of your domain and business. Assumption-based personas, if created and used carefully, can deliver some of the benefits of data-based personas with less initial effort. (See “What are assumption personas and why use them” later in the chapter.) The sections that follow discuss data collection from various sources, primary and secondary, and describe several techniques to help you get the most out of your own research, particularly qualitative research, toward persona creation.


Identifying data sources


… Note one of the most important attractions of capitalizing on customer data: it’s creating value from something you already have. As every industry consolidates and becomes more competitive, the pressure to create value only increases, and it isn’t going to let up. Every company needs help. In these circumstances it feels like a gift to discover that you have a valuable “new” asset that in fact has been sitting there all along.

—Larry Selden and Geoffrey Colvin [Selden and Covin 2003, p. 26]



During the family planning phase, your goal is to identify and collect as much data as you can. However, the amount and types of data you collect will depend on how much time and money you have to spend and your own evaluation of how much data will be necessary to create good personas for your project.

As we have stated, there is likely to be data already in existence that you can utilize for your personas. Before you do any original research on your own, meet with your core team and use the following questions to discuss and/or brainstorm ways to identify and collect persona-relevant data efficiently:


	Existing primary data sources (internal)

	What sources of user and customer data are readily available to you? What are the central and peripheral topics or domains that would be pertinent to your project?

	What are the other possible sources of data in your company? Who currently owns each data source?



	Existing primary data sources (external)

	What are the possible external sources of data relevant to your domain, company, or product? Are there institutions or other companies that might have conducted research related to your domain? If you need to purchase these sources, do you have money to do so?

	What types of data or specific types of information do you think you will need to create effective personas? (See the section “Create a ‘data by topic’ spreadsheet,” following.)



	Original primary data sources (doing your own research)

	After seeking out existing data sources, what information is missing? What do you really need to learn? Who do you need to study?

	What techniques best elicit the type of information you need in order to create personas?



	Secondary data sources

	Who are the subject matter experts in your company? Who has the most contact with existing customers?

	How can you gather educated guesses (assumptions) from your team in a meaningful and useful way?





The following sections include ideas and suggestions to help you answer these questions.

Finding primary data sources internally

The first place to look for data is within your organization or company. In many cases, there are previous user or market research studies you can capitalize on. Look for field studies, surveys, and focus group reports. Ask around to see if there are reports by consultants or contractors that were brought in previously. Even if the research is several years old, there is likely to be useful information. Get out there and find copies (preferably both electronic and paper) of any research that has something remotely to do with the customers or users of your product.


Story from the field

PERSONA CREATION CONNECTS PEOPLE

— Christina Wodtke, author of Information Architecture: Blueprints for the Web

Building personas is like making stone soup. We assigned homework for each group to bring in their own data. Marketing had to bring market research, QA had to bring their test documents, Customer Service had to bring the materials they use to answer customer problems, and so on. Because everyone contributed data, everyone had a stake in the personas. There was also an unexpected (but very cool) side effect: Customer Service and Marketing had never talked to each other before.




A typical internal data source: market segmentation analysis

In the best of all worlds, your business strategy, product planning, or market research team has completed a market segmentation analysis. Segmentation analysis is a well-accepted method of breaking down a large mass of possible customers into understandable chunks. Such research can serve as a very strong “data backbone” for your personas. In fact, a segmentation analysis is probably the first data source you should look for. It will help you begin to answer the tough question of how many personas to create. If used as the starting point for personas, it will also satisfy the need for quantitative rigor that many persona naysayers argue for. Either way, if your company does use market segmentation analyses, you will likely need to be prepared to describe the relationship between your personas and the market segments. In most cases, the eventual answer will be “our personas are concrete instances (specific design targets) within each of the critical segments.” If you find a segmentation study that was conducted for your company or specific products, you should make sure you ask several key questions about it:


	When was this research conducted? Many segmentation studies hang around for years after they are completed, and consequently grow stale.

	How heavily used is this segmentation by your company? That is, are the segments well known and entrenched in the company culture?

	When does your organization plan to re-segment the market? Be wary if re-segmenting is going to happen during your upcoming product cycle. You will likely need to align your personas with this segmentation after they are created.



The next chapter covers a little more on market segmentation, particularly how to use it toward persona creation. If you would like to get in-depth information about what a market segmentation is and how to do market segmentation, we recommend the books by Clancy and Krieg [2000], Rao et al. [1995], and Weinstein [1998] (see the References at the back of the book). Some additional existing internal data sources and research artifacts to look for include the following:

From UCD specialists:


	Ethnographic and field research

	Usability test results

	Participant recruiting screeners for usability tests

	Results of usability tests (for more on using usability test results to create personas, see “Story from the field: Using Personas to Report Usability Test Results,” by Bryan Stapp, in Chapter 6)

	User profiles (rich descriptions of real users).




From product management and business analysts:


	Competitive analyses

	Customer/account briefings (background information on major customers)

	Target audience and market descriptions

	Descriptions of the actors in use cases from previous versions of the product (use cases often have some minimal descriptions of users).



From marketing and product planning:


	Focus group reports

	Results from surveys/questionnaires

	Interviews

	Segmentation studies

	Creative briefs

	Participant recruiting profiles and screeners for market research.



From customer service, sales support, and account management:


	Lists of observations or notes from contacts with customers

	User comments (direct quotes) and feature requests

	Customer service records and support logs

	Product evaluation forms and surveys.



From sales:


	Sales data and strategy documents

	Account profiles, “backgrounders,” and customer briefings for training new sales personnel.



From documentation and training:


	Anything they have that describes the audience for the materials they create

	Training materials.



From engineering and operations:


	Web server logs

	Usability-related bugs logged against any previous releases

	“Read Me” documents that were released with the final product (what had to be solved with words after the product was completed).



From the executive staff:


	Business plans

	Product vision documents.




From human resources and internal training (if your target audience is your own employees, such as when creating or redesigning an intranet site):


	Employee surveys

	Internal demographics and employee statistics

	Current and past job descriptions

	Resumes of people who have applied for work at your company through the years (resumes of those who have been hired may be confidential or otherwise sensitive).



After you collect any of these resources, evaluate them to identify which are important, credible, and useful. Then prioritize them. You should also identify areas where you need more data or data of a different type.

Finding primary data sources externally

We have found an enormous amount of useful data for our own persona efforts that was collected by other companies, research institutes, university professors, and graduate students. Usually, such research is done for some other purpose than informing profiles of users toward software design, but it is surprising how often it can be repurposed toward this end. The sheer wealth of rich and detailed data available for free is astounding. Less hidden and surprising, there are research firms that make their living from conducting and selling market- and customer-related research.

It is not difficult to find external data, but it can be difficult to find truly relevant external data. Before you look for external data sources, create a list of keywords or search criteria to help pinpoint your search efforts. It is easy to become overwhelmed with data and sidetracked with articles you find on interesting, but not really relevant, topics. As you perform your searches (for example, using a Web search engine), follow links, read bibliographies, and note additional keywords and search terms that will help you zero in on the resources most relevant to your project. As you hunt down these findings, it is important to look for the primary data source. That is, if possible, do not settle for the interpretation or brief summary. Some external data sources and research artifacts to look for include:


	Research articles in conference proceedings

	Domain-relevant articles in professional, academic, industry, and business journals or trade magazines (see, for example, www.hcibib.org or www.hoovers.com/free)

	Newspaper or magazine articles about your product or domain

	Articles about the competition and competitive product analysis

	Government and institutional research on specific domains and people (the population), such as the United States Census Bureau at http://www.census.gov, http://www.freedemographics.com or the University of Florida, International Demographics and Statistics, at http://web.uflib.ufl.edu/docs/guides/internationalstats.html.

	Research reports available for purchase from professional research companies (e.g., Forrester, JD Power, Jupiter Research, or the Markle Foundation at www.markle.org).

	Relevant blogs, newsgroups, and bulletin boards

	Resume posting services (see “Bright Idea: Resumes are Great Data Sources” following).




Handy Detail

CLUSTERING SEARCH ENGINES

When performing Internet searches for data sources, we have found it useful to use search services that cluster results from several engines. For example:

http://www.clusty.com

http://www.a9.com




Bright Idea

RESUMES MAKE GREAT DATA SOURCES

For one persona project that had to get done quickly, we were at a loss for finding data for one of the target roles. We needed to create a persona for a graphic designer and had no research available to us. We ended up doing a Web search for online résumés of graphic artists, interaction designers, and the like. We found a lot of great material to help us understand that audience. The résumés had much more information in them than we expected to find, including goals, work activities, interests, education and special training, specific tools, skills, and knowledge. They even gave us a sense of style, culture, and language (common terms, slang, and jargon). Of course, we were careful to omit any names, addresses, or other personal information we found on posted résumés. The resulting persona in this domain was amazingly rich and well supported given the speed of creation and lack of formal data available to us.





G4K Meanwhile, at G4K …

THE G4K CORE TEAM FINDS WEB-BASED DATA SOURCES

When G4K set out to find data relevant to the development of their project domain, they did not know quite where to start. They had all sorts of information about kids, parents, and shrink-wrapped games, but nothing except assumptions when it came to kids and the Internet. So, they opened a Web browser and searched on entries such as Internet behavior, PCs and kids, statistics software usage, and so on (because they were primarily interested in children’s Internet behaviors). They discovered there was an ocean of data waiting for them. Here are a few of the key resources they found that helped them identify specific studies and larger collections of data:


	U.S. Census Bureau: “Computer Use and Ownership”:

http://www.census.gov/population/www/socdemo/computer.html

	Pew Internet & American Life Project:

http://www.pewinternet.org

	Cyberatlas: “The World’s Leading Resource for Internet Trends & Internet Statistics”:

http://cyberatlas.internet.com (Also known as NUA, http://www.nua.com/surveys)

	Internet Demographics Directory: “Complete guide to Internet statistics and research”:

http://internet-statistics-guide.netfirms.com

	Consumer Internet Barometer: “Trends in Usage and Attitudes”:

http://www.consumerinternetbarometer.us/index.htm

	Galileo Internet Resources: “Demographics and Census Data”:

http://www.usg.edu/galileo/internet/census/demograp.html

	InfoQuest! Information Services: “Internet Surveys and Statistics”:

http://www.tbchad.com/stats1.html

	Websense: “Internet Use Statistics”:

http://www.websense.com/management/stats.cfm.



From these sources and others (see Figure 3.5), the G4K core team found 30 relevant research studies. Many of these were available on the Web for free. Some had to be purchased from a research firm. They made printed copies of each report, distributed them among their core team members, and created a numbered list so that each study could easily be referred to as they used these resources in the conception and gestation phase.



[image: image]
FIGURE 3.5 A list of some of the external data sources G4K found.







Handy Detail

AVOID ANALYSIS PARALYSIS

You are collecting rich data sources that probably look very interesting. Be careful that you do not dive in and do too much detailed review and analysis of your data sources yet. Don’t allow your observations and immersion in the data you are collecting to hamper data collection. Remember that there will be plenty of time during the conception and gestation phase to review and analyze your data. Do, however, keep your eye out for additional data sources referenced in any material you collect.



PLAN AND EXECUTE YOUR OWN PRIMARY USER RESEARCH


… find out who the people are, what they do now, and what the new system is expected to do for them. … It is important to spend some time watching users do their jobs with their current tools, whatever they may be. The closer you are to the prospective users and the more you know about them, the more likely you are to produce a system that meets their needs.

—Richard Rubinstein and Harry Hersh [Rubinstein and Hersh 1984]



It is not unusual to find so much existing data that you can create very effective personas without having to undertake very much, if any, original research. However, the internal and external data sources we have listed so far for the most part tend to provide quantitative data. You will also need to identify qualitative data to create realistic and effective personas. Qualitative data is perhaps the most useful type of information for creating “full” personas that seem like real people. Qualitative research generally provides source material for the elements of personas that help make them seem like real people. Such elements include work and home context, motivation, goals, and fears.

For most products and persona efforts, there will be specific behavioral and environmental information you will want to observe firsthand, in the context of where people will use your product. Moreover, you may want to understand their attitudes, thoughts, and feelings in these contexts. For example, you might have to do your own qualitative research to find out answers to the following:


	What goals do users have?

	What roles or actions do users take to achieve their various goals?

	What specific tasks or activities are associated with the various roles? What motivates these tasks or roles? What are their attitudes and feelings toward these activities?

	How do users interact with each other and with existing products?

	What do users like and dislike about their current products and systems?

	What is the environment and context in which users work (or play) and in which your product will have to function?

	What personality characteristics seem common across these users? Is there an obvious culture or language (terms, ways of speaking) present?



You can use the findings of this qualitative research to enrich your persona descriptions and include specific information about the ways people act and think today, without the help of the product you are building.

There are many ways to observe, interact with, and collect data on users, and it is beyond the scope of this book to cover them all. If you have methods that have worked for you in the past, we suggest you use them, but also consider some of the techniques we describe in the material following, which includes qualitative research activities that help bring out the information you will need in creating personas.

If you find that you need to do quantitative research to help complete your sources of data, there are many good books to consult on this topic. See Blankenship et al. [1998], Hague [2000], Jensen [2002], and Maxim [1999] in the References at the back of the book. If you feel you have all the data you need, or have qualitative data collection methods that work well for you and your team, feel free to move on to Chapter 4.


Bright Idea

STRUCTURE YOUR DATA GATHERING TO LEARN ABOUT A PRESELECTED SET OF PERSONA CHARACTERISTICS

Not sure what additional data you should collect to create effective personas? Look at the section “Choosing persona characteristics to include in the foundation document” in Chapter 4. Select or create a set of characteristics that will be important to the people who will use your personas. Evaluate your existing data sources to determine which characteristics you have enough information on and which you need to research further. Structure your additional research to collect the information you are missing. For example, the G4K team could decide that their personas really should include information about the varying levels of typing skills among children of different ages. If they don’t find any in their existing data sources, they could decide to search specifically for typing-skill data to complete their personas.



CONDUCT FIELD STUDIES TO GATHER QUALITATIVE DATA

If you have done a good job of tracking down third-party and other existing data sources, you will most likely come to the point at which basic field observation or some other type of ethnographic research (in which you get out of the office and learn about your target users by observing them in their own environments) will best serve your additional data needs.

A field study is any activity that involves researchers observing, interviewing, and directly interacting with users in the users’ own environments. Planning and conducting your own field research can be very involved. As such, a detailed coverage of data collection and analysis methods is beyond the scope of this book. Although we provide some basic guidance and insights for conducting field research toward persona development, we also recommend that you take a look at the excellent books on field research by Beyer and Holtzblatt [1998], Holtzblatt [2002], Holtzblatt, Wendell, and Wood [2004], Hackos and Redish [1998], and Kuniavsky [2003]. (Full references for these are found in the References at the back of the book.)



Handy Detail

APPROACH FIRSTHAND DATA SOURCES THOUGHTFULLY!

Our 2001 and 2002 workshop participants talked about best practices related to asking for the time and input of members of your target user group. These people might be your current customers or subject matter experts in fields related to your product plans. In either case, it is important to think carefully about what you are asking from these people and how you are going to compensate them for their time. If there is some reason the subjects cannot accept money or gifts, offer to make a donation in their name or their company’s name. Overtly acknowledge that you understand you are asking for a significant favor in asking for their time- and attention. Promise that you will follow up on your research visits after the product is developed to let the subjects know how their input affected the product.

Also remember that the quickest way to exhaust research participants is to ask them to repeat the same things over and over again. Have your process well defined before you do your field research. Ensure that everyone on your data collection team knows how the collected data will be organized and access. Consider creating Reality Maps (see “Bright idea: Reality Mapping” in material following) during your research sessions so that the information provided by the participants is immediately accessible by your entire team. Reality Maps provide an enduring, highly visible record of your time spent with participants. They minimize the possibility that your participant will be asked the same questions over and over again.

Finally, make sure that your participants feel heard and feel that their time is respected. If your records of the session are not objectionable or critical, and you are sure that sharing the notes won’t cause your managers or company any difficulties, consider sharing your notes or summary with the participant. Let them know how this information is going to be used—ideally, to create a better product for all users.



Create a list of the things you want to find out

It is possible that the existing data reports you collected are more focused on the domain of your product and the general market (e.g., “children’s Web portals” or “gaming”) than on the actual users of those portals. That is fine and will likely be useful for your personas. However, for your original research, make sure your key questions include understanding important aspects of the target users themselves:



	What are they like?

	What other interests do they have?

	What activities do they engage in, what behaviors do they demonstrate, and what actions do they take?

	What are their goals, aspirations, and fears?

	What knowledge and skills do they appear to have?



After you collect your list of possible topics and questions, spend some time prioritizing it. What topics are “must have” versus “nice to know” in order to create your personas? You will use these priorities in a bit as you write a site visit script.

Decide who you want to visit and train your team

You can create basic profiles of the types of people you want to observe based on the data you have gathered so far and the questions you need to answer. If there are many different people you would like to observe, prioritize your time according to what types of data you are missing for your personas. If the people you plan to send out to collect data are not familiar with interviewing and data collection techniques, it is important to take the time to do some training. Do practice interviews and share tips about conducting user observations.

Recruit participants

If possible, you should attempt to piggyback with other research efforts in your organization, if they exist. Your first step is simply to find out if there is a Marketing or Market Research team already planning a customer survey, focus group, or some other study. If you can, you will want to influence that research so that it produces the types of data that best supports persona creation—providing insight into behaviors, goals, needs, fears, and aspirations.

As you recruit participants, ask them if you can record the visit and/or collect additional information and artifacts while you are there (e.g., photos of the site and participants, screenshots of key applications or trouble spots, printouts of key documents, drawings of room layouts, and so on). Make sure you have appropriate permission for photos and for making any recordings.


Bright Idea

TRY A “BRAINWRITING” EXERCISE

— Chauncey Wilson, WilDesign Consulting

During a “brainwriting” exercise, you ask members of the product team and other stakeholders to write down questions, topics, or issues they would like to find out more about. They write these on cards and hand them to the persona advocate. I have done this at project and development meetings and it is a simple exercise to get people to think about what they would like to know. You can conduct brainwriting individually, whereby you ask people to list as many topics of interest as they can in two to three minutes and just hand the cards in. Alternatively, you can do several rounds in which you collect the cards, shuffle them, and pass them out and ask people to add an item to the new card. Seeing what other people write often helps generate additional questions. I have done this with teams of 8 to 15 people and easily generated 30 to 50 questions. You can even repeat this exercise with different groups to see what questions emerge (this can be useful in understanding the culture, in that the question might reveal various biases).





Bright Idea

SHARE WHATEVER INFORMATION YOU HAVE WITH YOUR TEAM BEFORE YOU CONDUCT A VISIT

Prior to each visit, consider doing short phone interviews with the participants to learn some background information in advance. Keep it very short. Remember that they have likely already been subjected to your recruiting screener questions. Five to ten minutes should be adequate. If possible, have the site visit team ride together to the site and have one team member (not the driver) review the background information on the way there.



Create a script for the visit

You will never have as much time for your field observations as you would like. Create a script or a plan to ensure you cover all of the critical questions you have identified. We recommend that you prepare two lists of topics and questions. The first list is the set of topics you must collect data for. The second list is the set of topics that are nice to know about but not critical for each visit. For a two-hour visit, your script could be broken down into roughly 30-minute intervals. For example:


	30 minutes: Introductions, setting expectations, and generally building rapport with the participants. If possible, do an introduction session with all of the participants you plan to talk to during the day. This will set a consistent tone and allow more time for gathering data during the individual interviews.

	30 minutes: Focus on participants’ backgrounds, their job role or main interests and activities, and an overview of their organization or their relationship to others at the site. If possible, get a brief tour of the site.

	30 minutes: Discuss key topic areas relevant to your product domain in depth. We recommend that you not simply run through interview questions here. Instead, have a few topic introduction statements ready (probes) and then let the participant tell you about their experiences, thoughts, and opinions in these areas. Ask your participants to show you what and how they do something they mention. Have them recreate the last time they did that thing. Be sure to observe their behaviors carefully. Their actions may not support what they verbally express.



30 minutes (or perhaps just the last 15) should be reserved for getting closure: Take care of any logistics (e.g., participant gratuities, exchange of additional contact information, and orientation for next steps) and be sure to thank your participants.

We recommend that everyone on your persona core and extended team participate in the data collection effort (e.g., each person goes out on at least two field study visits) so that everyone has firsthand experience with the data. Direct experience with users will go a long way toward helping your team once the creation process begins. Be very clear on each visitor’s role before you go. It works well to have one person lead the visit and be the primary liaison with participants. A second team member can take notes. The third team member can be in charge of collecting artifacts if the participants and management have given you permission to do so. During the visit, make sure to refer back to your script frequently. It is easy to get off track and miss important topic areas. Your script should have clear priorities so that you can manage unexpected events during the visit and still walk away with helpful information.


Conduct the visit

The techniques we describe can be arrayed across a continuum that goes from observational (largely unobtrusive and unstructured) to very interactive (structured, interactive, and participatory). Qualitative research can be conducted in person and at users’ places of work or residences (their environment), over the phone or Internet, and either individually or in groups. Common qualitative research methods include site visits, one-on-one interviews or surveys, and focus groups. We focus our discussion on site visits, but many of the details and specific techniques (provided as sidebars, such as on Reality Mapping) can be applied to interviews and focus groups as well. The material following provides five techniques (as contributed sidebars) that can enhance your qualitative research toward persona creation.

Day-in-the-life, image collages, and idea maps engage participants in a way that reveals personal values, goals, fears, motivations, and other emotion-laden information. Such data is valuable when deriving the aspects of personas that make them realistic and able to provoke empathy toward design. (For a brief description of empathic focus, see the sidebar by Don Norman later in this chapter.) Reality Mapping is a useful interviewing technique that is highly interactive and compellingly overt. (Note that Reality Mapping is briefly discussed as a sidebar here and then further covered in Chapter 10).


Bright Idea

“DAY-IN-THE-LIFE” EXERCISES

— Liz Sanders, SonicRim

I developed the day-in-the-life toolkit to help uncover information from users that is at the core of the persona-typical events in everyday life. It is a good tool to help people immerse themselves in thinking about their current experiences. This toolkit is best used at the beginning of an interview, focus group, or observation session, not long after introductions. This can be an important first step in getting the users to later imagine their future experiences.

What type of information/insight is this toolkit best at uncovering?

The simplicity of this toolkit enables people to think at a high level and to see their day as one continuous experience. They are quick to express the major landmarks of their day. The structure of the toolkit keeps people focused on the big picture. If directly asked, most participants will have a difficult time telling you about their day-to-day life, as it is not something they usually think about in such specifics. When you ask people to describe their typical day (e.g., see Figure 3.6) without the benefit of such a toolkit, you generally will get longwinded explanations that tend to ramble and may miss significant landmarks.



[image: image]
FIGURE 3.6 Evening in a day-of-the-life of a participant from Thailand.



How do you use this toolkit?

The day-in-the-life exercise is best done as an individual exercise. Everyone’s day is different. When the same toolkit is given to a group of people, the results can be summarized, revealing a composite day-in-the-life of a target group of people. But the exercise can also be done collaboratively if you are interested in a team perspective. The day-in-the-life toolkit consists of (see Figure 3.7):


	A shape drawn on a large poster board. The shape directs the flow of the time line (i.e., either linear or circular) and represents their day.

	Picture stickers, word stickers, and simple colorful shapes that can be used to represent daily events such as waking up, showering, eating, driving, meeting, talking, cooking, reading, watching TV, resting, exercising, sleeping, and so on.




[image: image]
FIGURE 3.7 A typical day-in-the-life toolkit.



Participants are each given a toolkit and instructions such as the following.


Think about the things you do and the places you go in a typical day. [Specify whether they are to think about a weekday, weekend day, or both.] This line represents your typical day from beginning to end. You might want to put a mark on the time line to show when you wake up. Now take a look at all the stickers and shapes we have given you. Take any of the stickers or shapes that make sense to you and place them along this time line to describe your typical day. You don’t have to use all of the stickers—only those that make sense to you. Also, here are some markers you can use to add anything to your typical day you cannot represent using the shapes and stickers we have given you.



We ensure them that they cannot go wrong in doing this exercise as long as their time line makes sense to them. They are the only ones who can describe their typical day. When finished with the exercise, we have the participants explain their time lines (i.e., what they mean as well as what they learned about their day from doing the exercise). At this point they are also free to elaborate on their daily activities.





Bright Idea

IMAGE COLLAGES

— Liz Sanders, SonicRim

The image collage toolkit is ideal for uncovering the emotional side of people. It is a very personal exercise that can be used to reveal a person’s feelings about his/her past and future. This toolkit is best used later in an interview, focus group, or observation session, after the participant has had a chance to warm up to the idea of expressing his/her thoughts through a more concrete toolkit such as the day-in-the-life.

In addition to being useful for persona creation, the image collage toolkit is useful for other aspects of the design development process. In the early stages of the design development process, creating image collages can be used to explore people’s thoughts and feelings about experience domains. Later in the process, creating image collages can be used to explore how people feel about specific products, prototypes, or events—particularly those you are developing.

What type of information/insight is this toolkit best at uncovering?

Because of its use of photographic images, the image collage toolkit tends to evoke personal and emotional content such as people’s memories of the past and their dreams for the future. Image collage can be used to gain insight into specific experiences (e.g., my most recent hospital stay) as well as very broad experiences (e.g., my thoughts and feelings about home past, present, and future). For example, see Figure 3.8.


[image: image]
FIGURE 3.8 A close-up of part of the hospital experience for a current patient.




How do you use this toolkit?

The image collage exercise, because of its personal nature, is most effective when done individually. It is best accomplished in a face-to-face session, but it can also be done in a self-guided manner if the instructions are clear. For example, we may send a workbook to the participant with an image collage toolkit that includes instructions for use. Image collage can also be done in a group setting, with each participant making his/her own collage. In fact, image collage can also be done collaboratively by a group of people. In group collage activities, the toolkit components need to be much larger than the components used in individual sessions.

An important part of the image collage exercise occurs when the participant tells the story of the collage they have made. In one-on-one sessions, people often tell their story throughout the entire collage-making activity. They “stick and talk.” In group sessions, people tell their stories after they have all completed their collages. In telling their stories to the group, people disclose a lot about themselves to the others. We find that this disclosure facilitates later collaboration between those people. The image collage toolkit consists of:


	Large poster board

	Set of picture stickers and word and/or phrase stickers

	Colored markers, glue, and scissors.



The poster board is often blank, leaving it up to the participant to use the space in a way that is most meaningful to them. Sometimes constraints are placed on the collage-making activity and are represented on the poster board. For example, a poster board with a circle drawn on it might be used for a collage in which the inside of the circle represents “I like it” and the outside of the circle represents “I don’t like it.” The set of picture, word, and phrase stickers are chosen specifically for the experience that is being explored through collage. The set must be broad enough so as not to preclude any relevant ideas from being expressed. It is important to have a variety of images and words: positive and negative, abstract and concrete, and so on. For example, see Figure 3.9.



[image: image]
FIGURE 3.9 An image collage toolkit for exploring the hospital experience.



Participants are each given a collage toolkit and instructions such as the following:


You have shared your thoughts and feelings about hospital experiences. Now you will have the opportunity to express your thoughts and feelings about your most recent hospital experience in a new way. You will be making a collage about the highs and lows of your most recent hospital experience. We have many pictures and words for you to use in making your collage. If you do not see a sticker that represents something that is important in your experience, feel free to take a marker and add it. The positive components of your hospital experience go above the line. The negative components go below the line.



We assure the participants that they cannot go wrong in this activity as long as their collage makes sense to them. The timing of the collage-making activity is critical. They need to have enough time to collect their thoughts but not so much time that they start to edit out any ideas that have occurred spontaneously. When finished with the exercise, we ask the participant to present his/her collage. We might also ask them to tell us about any other thoughts they had while creating the collage.





Bright Idea

IDEA MAPS

— Liz Sanders, SonicRim

The idea mapping toolkit is ideal for exploring people’s ideas for new products and/or services. It can be used in constructing your persona’s expectations and aspirations for the future. Idea mapping is usually employed near the end of research sessions, after participants have been given the opportunity to think about their dreams for the future (perhaps using an image collage toolkit). The information that gets generated will help your personas be useful in the fuzzy front end of the new product development process, when a human-centered (versus a technology-centered) approach is desired.

What type of information/insight is this toolkit best at uncovering?

The idea mapping toolkit allows participants to create and express new ideas, such as that shown in Figure 3.10. It works best when they have been thoroughly immersed in thinking about both their ideal experiences and their current ones [Sanders and William 2001]. Idea mapping is also useful for obtaining insight into what is missing from people’s current experiences.


[image: image]
FIGURE 3.10 An idea mapped concept for a new snack food.




How do you use this toolkit?

This toolkit is typically used in a one-on-one manner. Participants will often create very different idea maps, but outstanding themes will inevitably present themselves when observing and analyzing the group as a whole. Collaboration in idea mapping can also work with pairs of people who know each other well, such as spouses, roommates, siblings, and other family members. The conversations that take place between people in the idea mapping process are extremely valuable glimpses into the needs and dreams of the personas. Audio recording of these conversations is recommended. The idea mapping toolkit consists of:


	Poster board

	Set of abstract and colorful shapes, borders, symbols, pictures, and words

	Colored markers, glue, and scissors.



The poster board often presents the participants with a way of prioritizing the various components that make up their idea. For example, a bull’s-eye might be used to get the participants to think about which components are central to their idea and which are more on the periphery. Figure 3.11 shows an example of an idea mapping toolkit.
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FIGURE 3.11 An idea mapping toolkit for exploring new snack food ideas.




Participants are each given a toolkit, and instructions such as the following:


Here is a set of images and words and a sheet of paper on which you will create your ideal snack. You will notice that there are items to represent different parts of a snack, including flavors, colors, packaging materials, textures, and nutrients. You can make any type of snack you want by selecting from this assortment of items. You will notice that each item comes in three sizes: small, medium, and large. The most important components of your snack would be large items that go inside the bull’s-eye, and the less important components can be smaller items in the outer circles. If you do not see a sticker that represents something important to your ideal snack, feel free to take a marker and write it on. It is not anyone else’s snack, so go ahead and put anything you think sounds good in your snack.



When finished with the exercise, each participant explains his/her idea mapping. When people do this in a group setting, you can follow it up with a group brainstorming session that takes off on the best ideas.

Note: The Snack Buffet is an idea generation toolkit created by a graduate student team at The Ohio State University’s Department of Industrial, Interior and Visual Communication Design in the Fall Quarter of 2004. It was one of several research tools they used in an exploratory project called A Study of Snack Perception and Behavior [Chung et al. 2004].





Bright Idea

REALITY MAPPING

Reality Maps are flowcharts you can create using sticky notes and a large sheet of paper. They are easy and fun to create. The Reality Mapping method will help you structure interviews with users or subject matter experts to capture as much information from them as possible. Reality Maps are especially helpful if you don’t have a lot of time or ability to directly observe people in their own environments.

What type of information/insight is this toolkit best at uncovering?

Reality Maps help you collect information about goals, specific tasks, particular responsibilities, and (perhaps most importantly) the ways people think about the task domain. Your product will probably have to work within and change the current context of tasks and goals. Maps will help you understand both the cognitive and physical landscapes of activities into which you will be introducing your product. Later, during the adulthood phase, you can create Design Maps for designing and exploring the new or “revised” experiences your product will support.

How do you use this toolkit?

When you are collecting data for your persona effort, you can create Reality Maps:


	In conversation with actual users of an existing product

	In conversation with people who perform tasks or have goals similar to those your product will enable or support

	With your core team after observing people completing tasks in their own environments

	In conversation with subject matter experts or other second-hand data sources.



Once you have created a Reality Map, you can iterate and validate it by talking to additional people (users or subject matter experts) and/or by comparing the experience it describes with observed experiences. The Reality Map toolkit consists of:


	Four colors of sticky notes

	A large sheet of butcher paper or paper on an easel

	Markers for writing large text




As shown in Figure 3.12, Maps have four basic building blocks: steps (blue) with comments (green), questions (yellow), and design ideas (pink). Steps should be arrayed horizontally, with related comments, questions, and design ideas arranged under the steps they reference. You can read across the row of steps to get a sense of the process from end to end, or you can focus on a subset of the steps and read down the columns to understand related questions and ideas.
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FIGURE 3.12 A small portion of a Reality Map.



For a detailed discussion of (and instructions for using) Reality and Design Maps, see Chapter 10.





Bright Idea

USE YOUR EXISTING PERSONAS TO ORGANIZE DATA AS YOU COLLECT IT

— Mary Beth Rettger, The MathWorks

If you created a set of personas for the last version of the product, use them to help you organize your data as you collect it for the next version. As you collect data, note which of the existing personas it refers to or could augment. Plan your data collection activities according to the personas you believe may have changed the most since you launched the last version of the product. Note, however, that after all of this categorization you may still discover you need a new set of personas! Don’t let the structure you created to help you collect the data interfere with the information in the data itself.



Create artifacts to communicate the data

Shortly after your first visit, and as you conduct the remaining visits, you will want to start organizing and processing the data you collect. Conduct post-visit debriefing sessions with your extended persona team, which might include some of your stakeholders. These can be short (30- to 60-minute) meetings in which the site visit team shares key insights and anecdotes with the broader team. Put the most important findings on easel paper or some other medium that has permanence and visibility to establish a common understanding and memory.

If you utilized one of the collection techniques described in the previous sidebars, place the resulting artifacts from those activities in a place where everyone can easily access them. Consider reserving a specific meeting room, design/collaborative space, or work area to serve as the data headquarters for the visits. If you cannot locate this type of space, create artifacts that are easy to transport and display (for example, use poster board or foam-core to create sturdy posters). We also highly recommend that you create a standard profile document so that you can collect and organize the information from each site in an orderly, useful way.

As a more detailed communication device for your core team, consider creating “real people” posters or wall displays to encourage sharing of knowledge gained from the visits. Print copies of interesting photos and post them along with other artifacts on the walls. Write up short scenarios that walk through key aspects of their lives. Include personal interests and hobbies. You might also consider creating Reality Maps (see “Bright Idea: Reality Mapping” previously) for each participant after the visit, if that was not part of your site visit script.

Note that these “real people” materials should not be shared broadly with your larger organization at this point. Do not post them in high traffic areas or public spaces such as hallways, lobbies, or lounges. If you show them to people outside your persona team, these materials may confuse the persona effort. Your goal is to focus everyone on the personas you have yet to create, not on the data you have collected. Collect all of the information from the site visits in one location for easy access. You will be using this information and the displays to assist your persona core team in the conception and gestation phase.


Analyze the data

After you have completed all of the site visits (or once a significant number of them are complete), you will want to analyze the data to find common themes across the participants. We make a distinction at this point between data “analysis” and data “processing.” The former is what you must do with raw data (drawing themes from a series of observations, summarizing the responses to interview questions across participants, doing frequency counts, calculating averages, and so on) to get meaningful answers (i.e., results) from the research. The latter is what you do with the results of such analyses, and that activity will happen during the conception and gestation phase. You generated transcripts and notes from each of the sites you visited. You should now take the next step and analyze all of that data before starting the data processing step associated with the conception and gestation phase.

As part of their contextual design methodology, Beyer and Holtzblatt [1998] describe rich processes for capturing and interpreting information about the target users of a product. More recently, Holtzblatt, Wendell, and Wood have published Rapid Contextual Design: A How-to Guide to Key Techniques for User-Centered Design [Holtzblatt et al. 2004], which provides a great deal of practical advice for integrating contextual design into the product development process. As you collect and analyze data about your users toward creating your personas, we recommend that you consult these books and consider creating one or more of the models the authors use to capture the tasks and behaviors of users:


	Flow model: Captures roles and responsibilities

	Sequence model: Captures tasks

	Cultural model: Captures values

	Affinity diagram: Captures issues (similar to the technique described in Chapter 4).



Contextual data is a natural raw material for deep, rich personas that reliably reflect the archetype characters that make up the market being supported. By collecting enough data to characterize the market, not just two or three interviews, your persona characterization will be a more complete representation of the people and issues you are trying to design for.

You can leave your site visit data as is and simply include the individual site reports as separate data sources to use during persona creation. The value of doing an analysis of your field research now is that it allows you to discover themes in your field data independently of and without influence from your other data sources. You might discover questions you would like to ask at subsequent interviews. Doing the analysis separately is more time consuming, however. Both ways can work, so you will simply need to choose the approach that best fits your schedule and resources.


COLLECT DATA THROUGH SECONDARY SOURCES

If you are not able to locate or directly conduct rigorous research about your users, and perhaps even if you can, there are additional sources of useful information you can collect and use for persona creation. For example, your own sales, product, and customer support teams have a wealth of information to share about your customers in anecdotes and case studies. Anyone on your team who has direct, frequent contact with users of your products is a likely source of data. We refer to such sources of information as secondary sources. Many times, such information has not been formally captured in any document or artifact. You will need to interview or survey these people to harvest this data. Consider interviewing the following in your company:


	Customer service and product support specialists

	Sales support and sales engineers

	Account managers

	Documentation specialists

	Training professionals.




Story from the field

IT’S NOT ALWAYS POSSIBLE TO OBSERVE YOUR TARGET USERS DIRECTLY

— George Olsen, Principal, Interaction by Design

Once I was building an extranet for the board of directors of a large financial services company. Because the board members were generally CEOs of other Fortune 500 companies, there was no way the design team could get time to interview them. Fortunately, we were able to work with the board’s support staff, who worked closely with the board members, and consequently were able to tell us a good deal about the needs, goals, and computer skills of the board members.



It is important to make it as clear as possible (in the documents you create to reflect the information you gather) that this source was one step removed from the actual users who use a product or process to get something done. When you are gathering data from these representatives, keep an ear open for biases and stereotypes the representatives may have generated.

Collect assumptions as a secondary data source

It may be the case that no one in your organization has direct contact with users (or proposed users) of your product that you can collect secondary data from. In this case, you may want to loosen your definition of “data” a bit and consider assumptions—perhaps better named “educated guesses”—about your target users as a source of information for persona creation.



Bright Idea

YOUR SALESPEOPLE KNOW A LOT ABOUT YOUR CUSTOMERS

— George Olsen, Principal, Interaction by Design

Salespeople hear about customers’ needs and goals all day, so they can be a good source of information. This is particularly true if they use consultative selling techniques, which emphasize first understanding customers’ needs and then selling on benefits delivered rather than on product features. (Neil Rackham’s SPIN Selling [Rackham 1988] is a good overview of this style of selling.) Learning to speak the language of sales (such as referring to “benefits”) can be useful in working with salespeople, including making the point that your role is to make the product so desirable that users want to purchase it again.

But handle salespeople’s input with extreme caution. First, be sure they talk to people who actually use the product, not just the people who sign the checks, which can happen with enterprise products. Second, remember that their interest is getting the customer to purchase the product, whereas yours is what the customer does with the product after the sale. Even well-intentioned salespeople simply have different priorities. Third, most salespeople tend to sell features rather than benefits. So, you often end up with lengthy wish lists. However, you can use these as a way of working back up to the level of needs by asking what need a particular feature would address, and then move on to questions about how widespread the need is. It is wise to cross-check these needs with multiple salespeople, just to make sure it is truly something desired by customers and not just one particular account.



Assumptions are at least as powerful and influential as data, and they must be handled with care. Moreover, they are omnipresent and readily available to you. Everyone in your organization has assumptions about the target users of your next product.

Never discount the power of assumptions that already exist in your organization. There are probably some assumptions that are so strong they seem woven into the very fabric of your organization. You can collect and evaluate these assumptions just like you collect and evaluate data. Part of the value here is that through assumption-based personas you can make these implicit (hidden) assumptions very explicit and visible to your organization.

What are assumption personas and why use them?

Assumption personas are persona sketches that you and your core team can create to articulate your organization’s existing assumptions about the user population. As an optional step in a more rigorous data-driven approach, we actually recommend creating assumption personas before diving into your data analysis. This might be done as part of the family planning phase, especially if this is your first foray into the world of personas.


We recommend that you create assumption personas whether or not you plan to collect firsthand data about your target users. If you cannot perform your own user research, you and your team will get many of the persona-related benefits to your process and product. If you are planning on collecting data directly from users, creating assumption personas first can:


	Help stakeholders understand the need for the persona effort

	Streamline your product-related communication

	Help you target your field research to validate (or contradict) current impressions of who users are

	Provide some practice with persona conception and gestation methods before you need to create your real personas.



Assumptions exist. Assumption personas merely articulate them

The truth is that everyone on your team (from marketing, to design, to development) has assumptions about users, and these assumptions do exert influence over the design of the product. These assumptions could be based on anything from hard data to personal biases. If you articulate the assumptions—draw them out into the light, where they can be examined and evaluated—you gain more control over them and the ways they impact the product. At the very least, your persona effort will make all of your organization’s assumptions about target users very explicit—a perhaps painful but nonetheless valuable outcome.

Assumptions are usually formed after data has been internalized, combined, and interpreted. Assumptions almost always reflect some misinterpreted, poorly recalled, and improperly combined aspects of original data, but they do contain some data and they do reflect the ways your company has digested and understands information about your users and your business. It is likely that some elements of your company’s strategy with respect to your competition, the changing market, and your evolving technology exist only in the minds of stakeholders. Eliciting assumptions helps you understand some valid and important information affecting the design and development of your product.

Assumption personas are easy to create and help people understand why personas are valuable

Assumption personas are much easier to create than data-driven personas. In a short time, you and your core team can collect, analyze, and categorize many of your organization’s assumptions and create assumption persona sketches. Because these sketches relate directly to your product and will contain information that is familiar, they will help everyone in your organization see the value of personas to the design and development effort. The exercise can also help your persona core team practice the techniques you will use during “real” persona creation. We describe a relatively rigorous process for creating assumption personas, but you can also create ad hoc assumption personas at the beginning of any meeting simply by asking the participants to describe the users of the product and to name those assumptions. Ad hoc assumption personas are excellent tools for clarifying and focusing communication in meetings. (See also “Story from the field: Ad Hoc Personas and Empathetic Focus,” following.)


Assumption personas can help make it clear to your managers that different assumptions exist, and that therefore a common definition of the target audience needs to be created and communicated. At the very least, making assumptions explicit will help ensure that everyone’s assumptions match, which is no small feat! Unclear communication and mismatched assumptions can be very damaging to a product. It is actually riskier to allow these factors to impact your product than it is to create “bad” personas by guessing and making assumptions. Once everyone in the organization sees their assumptions collected, organized, and expressed as personas, they usually find it easier to discuss the assumptions coherently and to agree on changes as a group—or to agree that allowing extra time for data collection is a good idea.

Assumption personas can prompt data collection

Assumption personas can be the eye-opening catalyst that gets your team interested in some real user research. When your assumptions are exposed, so are gaps in your knowledge of your users. Assumption personas can lead your organization toward more rigorous UCD techniques. For a nice example of how assumption personas can trigger interesting methods for user data collection, see “Story from the field: Personas at Zylom.com” in Chapter 4.

Assumption personas, communicated and used properly, are simply not that risky

As long as you make it painfully clear that your assumption personas are based on assumptions and not on data, there is not a lot of risk in communicating and discussing them (unless your corporate culture treats some assumptions as sacred or taboo, in which case creating assumption personas at all might not be a good idea). The risk of assumption-based personas comes when the team forgets or ignores that the information in the personas is based merely on assumptions and treats it like data.

If you are on a tight schedule or budget—or have some other indication that full, data-driven personas are not appropriate for your needs—assumption-based personas can be used with discretion as a tool for design and development activities. This can be one way of deriving some of the benefits of personas when you simply cannot spend time or resources on creating real personas. Assumption personas align the organization’s thinking around a set of common referents, which makes them valuable. If you end up using assumption personas and never move on to data-driven personas, you can still reap many of the benefits of personas. However, the entire organization must understand and agree that assumption personas are there primarily to improve communication.


When are assumption personas a bad idea?

If you believe that your organization harbors long-held “sacred cow” assumptions that people will be unable or unwilling to bring forth in a meeting, proceed with extreme caution. When you explore assumptions, you run the risk of exposing bad decisions that were made in the past and other “dirty corporate secrets” some of your colleagues may not want illuminated. If you suspect or discover this is the case, create personas only from primary data sources. Assumption personas are good for exposing, communicating, and aligning assumptions, but they are not effective tools for challenging highly political assumptions. If you want to challenge assumptions, do it with data.

Collecting assumptions to create assumption personas

Creating assumption personas is very much like creating data-driven personas, but the process is less rigorous, takes less time, and involves different people. To create assumption personas that really have impact, we recommend that you identify influential stakeholders in your organization and on your product team and identify and collect their assumptions about your target users. If this is not possible, simply gather a variety of people from your product team—ideally from different disciplines.

Once you have collected stakeholders’ assumptions, you can create assumption personas with or without their direct participation. If you choose to create the assumption personas independently of stakeholders, you and your core team can simply treat the gathered assumptions like “data factoids” and use several of the techniques discussed in Chapter 4 to create the assumption personas. Once you have created the assumption personas, you should review them with stakeholders before moving forward with using them.

How long does it take to create assumption personas?

If your organization is small, you will probably be able to identify existing assumptions quite quickly, perhaps in one or two short brainstorming meetings. If you have a large organization, it could take quite a long time to schedule interviews with all of the key stakeholders, to review strategy documents, and so on. In this case, the time it takes is worthwhile because you will probably find wildly disparate assumptions that are affecting both the development cycle and your finished products in negative ways.

Step 1: Identify and collect existing assumptions

The first step is to collect the assumptions about target users, their work, and environments that exist in your organization. It is certainly possible to collect assumptions and create assumption personas in the same meeting, but we recommend that you treat collection as a step in its own right (especially if there are many influential people in your organization). There are several approaches to collecting assumptions that you can mix and match as necessary.


Meet with stakeholders and leaders

This is probably the most efficient way of collecting assumptions about your end users. Ask stakeholders to describe, in as much detail as they can, the target end users of your product. If you get answers such as, “My mother should be able to use it,” ask for more detail. Try to capture exactly what that person thinks of when they think of “my mother.” Have that person list specific characteristics (e.g., over 50, just purchased her first PC, and so on).

You can meet with stakeholders one-on-one or in groups. However, if you meet in groups, be prepared for debates. Remind everyone that the goal of the meeting is not to come to a consensus but to bring all assumptions out on the table. Try to forestall debates and encourage everyone to list the assumptions.

Schedule a two-hour individual brainstorming session with the product team

Getting the assumptions of the stakeholders and leaders out on the table is important, but you also need to hear from the troops. What do various members of the development team assume about the end users? What about product managers and others? Sit everyone down and ask them to record their assumptions on sticky notes. Instruct them to write one type of user on each sticky note. You’ll find they can imagine many target users. When they finish, you can conduct an affinity exercise to group and identify patterns of assumptions.

Send out an e-mail questionnaire

As an alternative to a direct, in-person meeting, you can create a short questionnaire asking members of your organization to send you their assumptions about your target users. Ask them to describe, in as much detail as possible, how they envision the various people who use or will use your product. Be prepared to follow up on the questionnaire toward obtaining more details as necessary. Also keep in mind that e-mail is fairly easy to ignore, and that you might not get many responses. Your questionnaire might include questions such as the following:


	Can you describe one or two typical users of our product?

	Can you name and describe a person you know who is most similar to the types of people using our product?

	At what times of day do our users use our product?

	Where do people use our product?

	Do our users use our product because they like to or because they have to?

	Are we trying to attract different types of users with our new product? Who are they?

	What (besides using our products) do our users like to do?

	Are the people who pay for our products the same people that use the products on a daily basis?




Review existing product vision, strategy, and design documents

If for some reason you cannot gather assumptions directly from your team, you might be able to find a wealth of assumptions about target users in some of your team’s planning documents. Find a copy of the company’s business plan, product strategy documents, design and vision documents from existing versions of the product, and marketing strategy documents. Look for any document that records strategic decisions made by your company. These decisions often hinge on expressed or implied assumptions about the target users of the product. Write down all references to users or customers and capture the exact wording as well as the implied characteristics you find. If you plan to share this analysis with anyone, be careful to be tactful and work to avoid offending any of the original authors of the documents you are dissecting.

Step 2: Create assumption personas

Once you have collected assumptions from your team, you and your core team can either directly sketch out some personas that reflect what you have learned or use the same methods you use to create data-driven personas (affinity diagramming) by treating the assumptions as “factoids.” To do the latter, simply follow the 6-step process detailed in Chapter 4. If you choose the former (directly creating sketches), we recommend that you then follow up with steps 4, 5, and 6 from Chapter 4 to evaluate, enrich, and validate your creations as is possible and appropriate.


Story from the field

AD HOC PERSONAS AND EMPATHETIC FOCUS

— Donald A. Norman, Nielsen Norman Group

Personas as a Communication Tool

Design is in many ways an act of communication, but to communicate effectively the designer must have a clear, cohesive, and understandable image of the product being designed and the user of the product must be able to understand that communication. By emphasizing the several types of unique individuals who will be using the product, personas aid the designer in maintaining focus—concentrating on design aspects individual personas require and eliminating from the design things they will find superfluous. Personas are tools for focus and aids to communication, and for this they only need to be realistic, not real, not necessarily even accurate (as long as they are appropriate characterizations of the user base). Although it is often fun to read the detailed descriptions of personas and to pry into their private and social lives, I have never understood how these personal details actually aid in the design process itself. They seem completely superfluous.


Thus, a major virtue of personas is the establishment of empathy and understanding of the individuals who use the product. It is important that each persona seem real, allowing the designer to ask, “How would Mary respond to this?” or Peter, or Bashinka?

Personas also play an important communicative role within the design community and within the company producing the product. When one discusses the product in terms of its impact on the individual personas, the language of the discussion is automatically based on that of the people who use it and the benefits (or difficulties) that would accrue to them. This is in contrast to the technical language so often applied when talking about the features and attributes of the product. Personas make it easier to be human centered. As others have noted, personas provide a common language regarding experience so that designers, engineers, and marketing people can unambiguously communicate when they talk about the product. The same tool is valuable when the product is being designed by different groups within the company—and this is always the case with any large, complex product. The use of personas helps standardize the approach of each group, so there is continuity of level and function in the different parts of the product.

Empathetic Focus

Another purpose of the persona, I believe, is to add empathetic focus to the design. By focus I mean that the design must be clear and coherent. It is not a collection of features added willy-nilly throughout the life span of the product, even if each feature by itself makes sense. Rather, it is having a clear image of what the product is meant to be—and what it is not meant to be—and rejecting features that do not fit. By empathy, I mean an understanding of and identification with the user population, the better to ensure they will be able to take advantage of the product and to use it readily and easily—not with frustration but with pleasure.

Using Ad Hoc Personas

As a consultant to companies, I often find myself having to make my points quickly—quite often in only a few hours. This short duration makes impossible any serious attempt at gathering data or using real observations. Instead, I have found that people can often mine their own extensive experiences to create effective personas that bring home design points strongly and effectively.

In one case, for a major software company, one of their major customer bases was American college students. We quickly identified several classes (called cases) of students:


	Case 1: A student attending a two-year community college while holding a full-time job

	Case 2: A student in a four-year institution who wanted to have a successful business career

	Case 3: A student who was only in school for lack of anything else to do and who had few desires other than to have a good time.




We quickly invented one relevant persona per case: a hard-working, single mother (case 1), a serious full-time student with no outside experience or responsibilities (case 2), and a lackadaisical, laid-back goof-off (case 3). Unlike traditional persona studies, these were not based on data, but each was described in sufficient detail (including names) so that the group all agreed they felt like people they knew.

I have found that an excellent way of using a persona is to have someone role-play the part. In this way, only one person has to develop an in-depth knowledge of the persona, and everyone else uses the role-player as an expert informant in activities such as participatory design.

In this case, I divided the attendees at my workshop into three groups to do a design exercise, with the person role-playing the relevant persona as expert informant. The result was wonderful to behold.

The teams all produced highly user-centered designs based on the products of their respective companies. The designs were all very different in type and spirit from the products of their company, even though some of the designers of those products were in the workshop. The differences were striking.

In regard to case 3, the student kept saying, “I don’t care,” when asked about choices, while simultaneously making it clear that he wanted a system that required no effort or thought on his part and that gave him his preferred outcome (receiving a degree, but with minimal impairment to his preferred lifestyle). In regard to cases 1 and 2, students were more involved, but because of their different requirements imposed different demands on the software. Everyone agreed that this simple exercise had altered their perspective on what a product ought to do and how they should approach design.

Another consulting job was for a major publisher of city-information products. This group of attendees consisted of the executive team for the company, and although none of them actually designed products the product groups were all under their control. For this workshop, I had the group invent two couples. One couple was young, newly married, and about to have their first child. They had only a small apartment and did not have much money. Their task was to use the city guide to find a crib for the expected child. The other couple was older, retired, and with significant discretionary income. All of their children were away from home, living independently. My original intention was to have this older couple book a travel adventure, but because we were running out of time I switched the exercise. I announced that the older couple were the parents of the expectant mother, and they wanted to purchase a crib for their new grandchild.

The new exercise was extremely rewarding because it demonstrated how the two couples approached the task very differently, with different emphases, different search characteristics, and very different values. Having the workshop attendees work on the same problem was serendipitous, for it revealed the deficiencies in the existing city guide. Interestingly enough, after the conclusion of the exercise several of the executives admitted that their own behavior mimicked that of the older couple, including the observation that they seldom turned to their own city guide as a first step. This sensitized them to the fact that their own behavior with their company’s product was a relevant datum. “Realize that others might behave the same way you do,” I admonished them. “Take your own behavior seriously.”


The Final Assessment

These two different examples of personas are very different from the traditional usage of the concept. They were created quickly, did not use real data, and were employed without much background information and attention to detail. But even so, they serve as wonderful tools for building understanding and empathy into the design process in a way that would be impossible with any other method.

Do personas have to be accurate? Do they require a large body of research? Not always, I conclude. Personas must indeed reflect the target group for the design team, but for some purposes that is sufficient.

A persona allows designers to bring their own life-long experience to bear on the problem, and because each persona is a realistic individual person the designers can focus on features, behaviors, and expectations appropriate for this individual. This allows the designer to screen off from consideration all those other wonderful ideas they may have. If the other ideas are as useful and valuable as they might seem, the designer’s challenge is to either create a scenario for the existing persona in which these attributes make sense or to invent a new persona for whom the same applies. The designer then needs to justify inclusion of this new persona by making the business-case argument that the new persona does indeed represent an important target population for the product.

Copyright © 2004 by Donald A. Norman. All rights reserved Found at www.jnd.org; don@jnd.org and at the Nielsen Norman group at http://nngroup.com; norman@nngroup.com.



TRACK AND MANAGE DATA SOURCES AS YOU COLLECT THEM

As you collect data from primary (both internal and external) and secondary sources, it is a good idea to keep a master list of all data sources and a short description of the content of each source. At the very least, for each source, list:


	Name of source

	Date the data was collected and/or analyzed

	Where you found the source

	Types of data the source contains

	Qualitative data, quantitative data, or both?

	Demographic, psychographic, behavioral, or some other type of data?





If you are interested in a richer, more helpful tracking system—which can be particularly useful for managing large sets of data—create a “data-collection-by-topic” spreadsheet.



[image: image]
FIGURE 3.13 G4K’s data-collection-by-topic spreadsheet. The G4K team used this spreadsheet to keep track of whether they had data to answer persona-related questions. Check marks indicate that a type of data was found in a particular set of sources.




Create a data-collection-by-topic spreadsheet

To create a data-collection-by-topic spreadsheet, identify the types of information you will need for creating useful personas. This list does not have to be exhaustive. You should be able to create the list within a few minutes. List your data sources as column headers. As you find data sources that help answer each question, check the corresponding column in the spreadsheet. If you like, you can enrich your data-collection-by-topic spreadsheet by listing the names or numbers of sources that meet each data need and/or include a list of keywords or search terms that helped you find appropriate data sources. A sample spreadsheet is shown in Figure 3.13.

When you include all of the existing data sources you have collected, the spreadsheet will clearly show where you are missing data. It will also show which data sources tended to answer which types of question. This should help you create a data collection plan to fill in the gaps. As such, it is useful to start this list early in your data collection efforts. It will help guide your activities during this part of the family planning lifecycle phase.

Create a data source index

If you are finding a lot of data sources, you should make an effort to keep them organized and easy to reference. This will help you prepare for your conception and gestation activities. A data-collection-by-topic spreadsheet will help you track your progress as you research particular topics. However, we also recommend that you create a data source index to track the data documents themselves.

It is a good idea to assign a unique number to each data source. For electronic versions of your data sources, prepend the document title with the number (e.g., 01_g4k_market_segtnentation.doc) and write the source number on any hard copies of the data source. Consider creating an index page that lists and links to all of your data sources. An example of an index is shown in Figure 3.14.



[image: image]
FIGURE 3.14 Create a data source index. Note that this example includes the category for the data, a link to the primary source, the date of creation and author, source number, and a final column for whether and when the source was used in the creation of the personas. You will use the final column during the conception and gestation phase to keep track of which data sources have been mined for their persona-related information.



SUMMARY

During the persona family planning phase of the lifecycle, you have assembled a core team, analyzed your own organization, created an action plan, and collected data. Even if you have created personas many times before, you should always schedule time for the family planning phase.

The family planning phase is the time for critical thinking and analysis about your organization and your project. You need to take a careful look at your resources and your organization’s needs to determine your level of investment in the persona effort. No matter what your level of investment will be, you must plan to not only create personas but to maintain them throughout their lifecycle. Taking the time to think about this now will enable you to make good choices about the structure of your persona core team, the scope of your persona effort, and the processes most likely to ensure the success of the personas.

Once you have your persona core team in place, you are ready to start identifying and collecting data sources. The relationship between data and personas continues to be an interesting and rich topic among UCD professionals. As we discussed in Chapter 1, we believe that the most effective way to create personas is to start with rich and varied primary data sources. Although secondary data (including assumptions) have their place in the persona lifecycle, primary data helps make your personas a valid and appropriate target for design and adds credibility to the persona effort among the members of the product team.


We believe that personas should be based on data. Even the perception that the personas are not based on data can damage their credibility and utility. Existing internal and external data sources surround you. All you have to do is identify and collect them. Once you do this, you can take a look at the information they offer and plan to collect additional data accordingly, to “fill in the gaps.” It is important to have both quantitative and qualitative data to build personas from. Observational field studies can provide rich qualitative data to enhance other data and information you may have about your target users.

Whether or not you have access to data, we recommend that you create assumption personas as a starting point to help you identify and analyze existing assumptions that are part of your corporate culture. Assumption personas will, at the very least, bring assumptions to light, and assumptions you are aware of are much less dangerous than hidden assumptions. If for some reason you cannot create data-driven personas, you can use assumption personas as your design targets. If you do plan to use assumption personas as design targets, note that most of the suggestions found in Chapter 4 will work as well when based on assumptions as they do when based on data.

Once your data is collected, you will be ready to move on to the persona conception and gestation phase, when you will analyze your data and undertake the exciting task of developing useful personas. Chapter 4 offers recommendations that will help your team create rich personas no matter how much data you have collected or how much time you have.






End of sample




    To search for additional titles please go to 

    
    http://search.overdrive.com.   


OEBPS/images/203-1.jpg
PC location
nhome

(=] DED

teachers

568






OEBPS/images/189-1.jpg
Dt st
Sorocms s
Oty s e s
vt ortn s
o e o pr





OEBPS/images/6FF31.jpg





OEBPS/images/6FF30.jpg
* Loose, fiexible. * Some structure, TOC * Step-by-step, highly.
struciure. « Midsized, explicit structured, linear

* Short topics with topic * Longer, more detailed.
‘optional inks « Confinuous “coach” topics

* On-demand‘mentor . Hands.on, interactive ~ * Constant accessto

» Lots of choices S ey, guidefinstructor

« Background and i « Simple, consistent
theory * Parsonal value is clear i#iLess cholos:

e T
T

highly structured information overioad

e s

S

* Greatsearch options * Cool tips and tricks. My 0 e e

- Cooltipsandtricks = Short,fun, tutorial = Self-holp resources

May not appreciate: May not appreciate:

* Classroom tutorial * Reading a book

* Step-by-step tutorial






OEBPS/images/602-1.jpg





OEBPS/images/6FF5.jpg





OEBPS/images/6FF6.jpg





OEBPS/images/6FF7.jpg
It's the Materials Srmackdown) This

competition pits two materials head-fo

head in a test of strength. 2

ing Kong Krete
vs. Iceman

Which material will win? That depends on its 3
\ Rolt your mouse over each match to learn more, then click one to start!

Matchd
Incredible
Bulk vs.
Mr. Cheese

Matchi
Chipper vs.

Bauxer







OEBPS/images/6FF8.jpg






OEBPS/images/6FF9.jpg
11 seems like the wood's defense splitered at the last minutel

Pound for pound, aluminum is & much
That's one of the reasons it became o popular in the aircraft indusry.

Althoough the first aiplanes were made of wood, a modern Bocing 747
Jumba jet has 1o carry much heavier payloads, 50 f contains about
165,000 1b.(73,000 k) of aluinu, which makes v
0% of the aircraf?s weight

Mew








OEBPS/images/6FF1.jpg
Family Planning
nceplion & Gesiation
irth and Maturation

Adthood

Liletime Achievement,
Reuse, & Refrement.





OEBPS/images/6FF2.jpg
Famiy Planning
Concepiion & Gestation
Bt and Maturaion

Ratiement & RO





OEBPS/images/6FF3.jpg
Are the user's most common tasks clear and apparent in the.
most visible area of the screen?

Critical Incidents

" Is a recovery strategy apparent from confusion, user error,
system error and navigation-related error?

rson TriggersfTouch Points

- | Whatinformation or actions does a user refer to on this.
i screen? What elements advance or detract from user
progress on this screen?

| Motivations

Is there a justification to continue with each path? Does the
user have what is important to them on this screen?

Habits and Expectations

Does each soreen have the most common elements? Is there
a sense of familiarity on each screen based on the user's goal?

Interruptions/Disturbances

Is it easy to return to the task or is concentration required?
Does navigation provide effective “where you are" status?
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Oden, the “ocassional user”

How does Oden use XDocs?
Oden, a senor planner, usas XDocs becauss that's what his
‘company uses.
+ He uses forms created by Nick, Cara or Dawn.
= Oden reguiarly uses some forms, such as Status Report,
but uses several forms (for example, Expense Report o
Performance Revien) inirequently enough thal every time
s anew learning experience.

What's important to Oden?
For Oden, the easier the XDocs is the better. He says: “Just make
filing out this paper work easier”

« Pra-populating fields with past valuss, ik expense or
‘depariment codes, is a big win because it keeps Oden
from having to continuously look up information.

= Oden wanis inline insiructions, ToolTips, and easy ways
10 get the informaion that he needs fo quickly and
‘accurately il out forms.

* He expects error messages to help him find and
fx probiems.

+ Because Oden somelimes works from home and fravels.
‘occasionally he wats [0 be able to work offine

+ He expects the user model for opening, saving, and
submiting the form 10 be very simple.

Other commonly used tools
Works extensively with Word and Excel.

Related job titles:
Oclen represents a typical end-user, and similar positions include
project managers, analysts and depariment managers.

Related personas:
E9, the end-user from the Office Designer persanas.
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send C' .0 Amach Address Foms Save As Draft Prim

o: Gak portal team
e

Sublect: Persona fact of the week - Tanner uses the web (o extend his game playing activires

e

Sk (il

Evidence from diflerent souroes indicates that more and mre Tanners il be going online &5 &
preferred actiy. Game playing online is simiary on the rse.

+ The number of children age 12 and under going onlne or entertainment and garmes more tan
ripied botween 1998 and 1999, reaching 8.2 millon and SUrpassing nomanark as the most
popular actvy n this age bracket Gronth has been exceptionally fast among boys ags 12 and
Gnder.. (Source 1)

= Young Paopo Prafor Oniin to Tolevision and Tolephons: Tho contaly o Infarmot uso can bo so6n
10 e degres to which  has supglanted other favorite acthites. Sity{hres percent of hose
surveyed prefer Going onine 10 watching television and 5% choose online over talking on the
telephone. - (Source 1)

+Tha populary of online games has risen sincs 1998 when only 18 percent partcpalad. The 2003
poll revealed that more than 1/3 (37%) of frequent game players go cniine o play - up from 31% in
5002 (Source 8)

+ Overal, boys are more nterested in technology, sseking out game-playing resources, buicing wed
pagos, downloading Softare, and even donrioading music fls. Teen Boys lrgey usa the Inernet
for game playing and gamepiaying achice.  (Source 18]

For more information on Tanner and ou other personas, see htp/GaKipersanas.

Ingrid Dante | |
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Comparative Caroline has a pretty goad grasp of how the Web works and buys something every
month or 50 online. She likes Web sites 1o be easy to use and doesn't have a lot of patience with
difficut Web sites. At work she uses the Web to shop around for deals she can't get in her local
stores.

Garoline is resilient about getting the best price online. She will spend several days shopping for
one item and has been known t0 take up 1o two weeks *shopping around:* Caroline is not shy on
the Web and regularly uses Googl for her search shopping. She wil only click Google Adwords it
they have the keyword she is looking for, otherwise she doesn' bother. Garoline wants 10 be sold
on why a product s the best deal. She doesn't always shop on price however, but does look for a
reason and a feeling as to why purchasing from one site s better than another. For Caroiine, the
best deal is not always the cheapest buy.

What gets her atiention? Free shipping offers, product guarantees, large product images, fast
check outs and polite and concise copy.
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[77717| pomesiic affient Progressive Shopper

| 991045 years o

Female, racently divorced vith 2 children living at home.
Lives in metropolitan area (e.g., 15 minutes north of Seatte)

Works full time in white colla indusiry (e.g., for @ manufacturer of
healthcar electronics)

Likely 0 be interested in personal finess and health
Active in her local community. s an avid shopper.

Has been oniing for six years and foels comfortablo with ecommerce.
Favorite Web sites are Amazon, Lands End and Macy's.com.
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Brenda Buckner — Primary Shopping Persona

When Brenda Buckner's 29ih birhday arrived, she Celebrated by going

shopping fo herself n the morning. Then, she celebrated in the evering

by opening presents fom her husband, severel of which she had suggested

10 him: n fact, she told him when she saw that great Ann Taylor sweater for

30% oft.

hgezs  Brendaisn a selfish shopper, though; she is always on the lookout for that

perect e for a frend or for her husband. Brenda keeps track of birthdays.
Snop20rOp@AOLEOM i her day planer, where she also jots down gift deas and clothing sizes for
friends and family. She’s been known {0 buy @ birihday gift ten months in
advance of the actual day. When its the right tem, she knows it and won't
ass up the apportuniy to grab it She feels especially clever when she finds
things on sale, though ful pice won't stop her from buying. Of course, she
always has her eyes open for personal purchases and has no qualms about
making an mpuise buy.

Brenda generally begins shopping with only a vague sense of purpose;

she seldom has a speciic item in mind. She may go to @ siore that has items
appropriate to someone's taste, but she will ook for inspiration once she gets
there. She knows what stores or departments are definitaly not interesting, so
she has e patience for stores that foroe her to walk past a ot of uninteresting
merchandise. She willoften pick up  fw possible ftems as sh browsas, then
make a decision among them. She likes o make notes about the iters she
didn' buy, though, since they may be useful ideas for another occasion.

Brenda’s favorite stores are Nordstrom and Neiman Marcus, which carry a good
salection of the bes! designers and brands. She has high expectations when it
comes 1o service; she expects {0 find a helpful salesperson nearty whenever
she has product questions bul prefers 1o have the staff remain unobtrusive

until she needs thn.

Brandia lves and works in Minneapolis, which gives her accass to numerous
shops and malks. Sometimes, though, the weather ust doesn' alow for a
Saturday shopping excursion with her fiends To Get a shopping fixon a
snowy day, Brenda has earned thal rowsing oniine can be even more
satsfying than browsing and ordering from the stack of dog-eared catalogs.
on her mall table. Bronda s reasonably comfortable with a computer—she
uses basic Microsoft Ofica funciions at work—but s nervous about
configuration or other complex tasks.

Brenda's Goals

+Be entertained. Brenda enjoys shopping for the sake of shopping. She
‘expects a good selection and great service.

« Find the perfect ffem. Whether shopping for herself or for someane eise,
Brenda enjoys the challenge o finding exactly the right thing.

+Be a shopping expert. Although she would never adri t, Brenda enjoys her
reputation as an expert shopper. Knowing what's avalable helps her ind just
what she’s looking for, to0.
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iprove:

Current process
doesnt incorporate.
data about our users.

Current process isn't
allowing us to caich.
and fx criical issues.
‘and bugs before re-
lease. Current process
‘assumes that we need
at feast two quick ‘oint
releases’ after every
project.

‘Before personas
measure

Review of vision and
specifcation docu-
ments for previous
projecis showed 16
dierent terms for
‘user’ and differing
defintions of user
needs in every.
document.

12 ssues (ncluding 3
‘show-siopper issues)
dentifed in usabilty
testing. Release
delayed 2 weeks to fix
2013 ‘show-stoppers’
produc released with
10 known usabilty
ssues

‘After personas’
measure

« Project documenta-
tion for this project
referted 10 our fve
persona names. Only
one ‘inal’ document
il contained a non-
persona reference to
auser”

+UCD questonnaire
before the project
vs. after he project
showed more consis-
fent understanding
of who our targat
users are, how they
relate to our business
‘goals, etc. (inciude
‘specifics!)

20 minor usabilty
issues (most related to
text choices)
discovered in usabilty
testing. Al fixed within
2 days; release on
Schedue.

Conclusions (process
iprovement

* We've builta better
way o communicate
and maintain focus
on the needs of a
well-defined set of
target usars.

» References to users
and their needs are

more explcit and
actionable

+ We can trace good
(and bad) product
decisions back o the
data that led to the
decision, which will
help us improve our
decision-making
process for our next
products.

Major usabllily issues
are being avoided or
being detected early.
enough o fix them
and meet product
‘schedules. Persona-
driven product design
was fterated many
times, but earler in
product cycle.
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Naomi Masterson
First Timer/Non-User

Current Situation
Naomi s 39 and married with two chifdren. She.
works fulHtime as the Diector of Sales for PhifTek
Systoms in Oakland. She's sither travaling or at

the office late into the night. She lives with her
family i a renovated oft on the South Side.
She enjoys buying books from Barnes and Noble and accasionall renting

‘movies from Blockbuster. Often she'll order books and DVDs oniine using
Amazon or Netfl.

Current Library Experience

Naomi has never been to the fibrary, and only thinks of t as a musty.
insiituion from her chiidhood (she thinks tis uniikely hat they wil Nave
‘anything ‘fresh) She also assumes tha the library is not apen during the
hours she fies to browse.

Probatle Goals
» Gheck out bestselers.
~ Check out GDs and DVDs
» Get answers about health or family history.
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What resources do we have for
personas and other ucd activities?

‘What prodct problems do we want to
Solve with personas?

What process problems do we want to
solve with personas?

How can we ensure that the personas
will be accepted and used by our
colleagues?

How much did the persona affect actual
cost?

Has the product improved? How much,
and in what ways?

Has the process improved? In what
ways?

Were personas perceived as helpful?
Has the company's focus on users
improved? In what ways?
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‘show X5 higher conversion rate than
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Increasing by X% every month
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Reality Maps
Describe the present

Describe the activities of real people
Created in cooperation with users

Have a right answer (they either accurately
describe the present or they don't)

Design Maps

Describe the future

Describe the activities of personas
Created with your internal team

Don't have a single right answer
(they explore possible futures)






OEBPS/images/176-1.jpg
© Discuse categories of users
©process ssa

Oty & croate scotons

O st & prisize skleons

O evoop skaloons nioparoras
© Ve e parsonis





OEBPS/images/6FF29.jpg
e @ IS

|

KEES & INGMAR

.,

g e
MICHIEL WILLEM

s






OEBPS/images/6FF28.jpg
E B KFREELER 0 2
W






OEBPS/images/6FF27.jpg
WiLLEM

MICHIEL 00571,

SUZANNE INGMAR






OEBPS/images/1FF8.jpg
User 4, known by our team as Harry, is a 73-year-old large animal veterinarian.
Harry practices in a rural community in southen Ilinois, about 100 miles from the
Southern linois University campus where he attended veterinary school. Harry
has & computer n his office, but he made a special point of teling us that he
doesn't use it very much. He said he really doesn't know much about this
Windows stuft. His computer still has DOS.
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Possible Actors - Customer, Fulflment, and Credit Approval
Possible Roles of Customer Actor - Regular Buying Role, Incidental Buying
Role, and Casual Browsing Role.

Casual Browsing Role Description - not necessarily in the industry and buying
may not be sole or primary responsibiity (CONTEXT), typically intermittent

and unpredictable use, often merely for information regarding varied lines and
products, driven by curiosity as much as need (CHARACTERISTICS); may

need enticements to become customer, linkage o others from same account,
‘access to retail sources and pricing (CRITERIA).

Possible persona of Casual Browsing Role - Brenda Browsefield is a 37-
year-old administrative assistant 1o a manager at a small manufacturer. A New
Englander who recently moved to the area, she styles herself as an outsider and
independent thinker. A self-starter with a determined ook permanently painted
on her face, she often does research on her own initative both to broaden her
industry savvy and to be one step ahead of her boss. She has her own office
and uses the Web a lot but spends relatively ltle time on any site (except for
Google and the portal of ane indusiry e-zine). Ambitious and impaient, she's
‘smart and likes to use industry jargon although she is not a geek.
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G4K.com Persona Screener

Tanner Thompson (questions answered by parent about child)

» Child is elementary school-aged

Question: How ol Is your child?
Required Answer: Must be between 8~10 years of age.

« Household has a computer at home wiinternet connection used by children

Question: Do you have a PC with a connection to the Internet in your home that
your children use?
Requited Answer:Yes. Reject f answer is, Ves, but | don't et the kids use it”

* PC used by child regularly

Question: How often do your chidren use the PG? (dally, several imes a week,
Soveral times a morth, rarely)
Required Answer: Several times a week or daiy.

+ Child loves PC (rate the following statements as true or false)
Question: Which of the following statements describe your chid related to the PC:
Statement 1: My child fights/begs for PG time (T or F)
Statement 2: My child prefers the PC over Television (T or F]

Statement 3: My child amazes me wilh their knowledge of the PC/Software:
(TorF)

Statement 4: My childis continually dragging me to the PC 1o show me.
something they did o found (T or F)

Statoment 5: | havo to encourage my child to do other activites than using
the PC (T or F)

Reguirad Answor: Must answer “True" 1o atleast o of the statements above.

* Uses PC to play games and surf Web

Question: Your child usos the PC to do the following things:
‘Activty 1: Play PC games (yes or no)
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{the nome is clean
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Concern over a
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| and messing up the
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Wite uses TV alone with
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Primary Persona: “Admin Angie”

Primary Weighting: High (1.5/2.0)

Also Applies to:
Secondary Personas
Indie an

Primary Goal:
Got a leas! 30 Desklop PC's for under $25k

Secondary Goal:
Get at leas! 80gig hard drives: 512mb
memory on each machine

Tasks:
1. Identity - Verify

2. Gompare - Narrow
3. Customize - HDMem
4. Verify - Transact

[ Workstations

Home& — .
Home office St

Compare
Deskiops =13
=

Find Desktop PC
Scenarlo: Front-end conversion path
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User 1 (Al,a pseudonym)

Rural Wyoring, county population about 3,500

Altold us there are more cows than people around

Ageds

Doctor of veterinary medicine, specializing in arge animals
More time spent at diient site (farms and ranches) than in office.
Prefers otdoor to indoor work in general

Office work done mostly by assistants (local teenagers, elderly mother) but all by
hand, lots of forms.

Frequent computer users, only user in the office (doesrt want anyone else to
touch the computers)
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Existing accounting clients.
Nonusers (clients and non-clients) of business consuting
Growthoriented, closely held businesses, new IPO companies

Businesses following a growth strategy
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Type of Market Segment

Demographic Segment

Benefit Segment

Geographic Segment

income, occupation, etc.

Lifestyle preferences such as music
lovers, city or urban dwellers, etc.

Frequency of usage such as rec-
reational drinking, traveling, etc.

Desire to obain the same product
benefits such as luxury, thiifiness,
comfort from food, etc.

Location such as home address,
business address, elc.
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Values

Gustomer beneft.

Product benefit

Feature

Tum a typially boring and soltary experienc into an opportuniy.
o meet your e partner

‘Seats you next 1o someone who might be a good ‘match”

Integration o the “malering engine’ from an online dating service
with Virgin's seat seloction system
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Gustomer bonefit Aty 1o mors persoally craft your travel experience
Product benafit Make welnformed dacisions about where o st on the airplane
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Velues

Customar baneft

Express mysell.

Make a statemant about my
unique persoralty.
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Reading up

“The tread blocks on our tres have &
spaciic shape”

“On? Why is that importani?”

“Because they provide greatly improved
tracton”

‘A1, | sce. But why i tracon important
o customers?”

"Bocause they are concerned about
satery”

“Fight And whats 5o Important fo them
‘about saety?”

“Tey are parents and want o protect
thei chiren”

Reading down:

“Our tres help our customars to feel they are
eing good parenis:”

“Really? What a
wpon?”

you basing that claim

We keop them scie:
Vihat makes you atie to laim that?”
“Our s have great racton:”

“And what's that cam based upon?”

“The special shape of our read biocks:
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Values.

Gustomer benet

Product benefit

Feature.

Tanner valuss:
Fun and frendship

(Can you imagine anything on tis rung.
that makes sense and is mearingful fo
Tanner? Perheps:

Fasing engaged vith and empaty for the
game's characters.

GaK is distinguished by:
Wl developed charactors

What about GaK's products support their
dlaim 10 the above beneft?

A caliecton of Fash carfoons hal ol stores.
‘about characters and thelr adveriures out-
side the game story lne.
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Values

Customer beneit

Product benafil

Feaure

A sslection of atibutes inherent 10 the brand or held by
cusiomers.

An mplcit o explct beneft thal supports the customer’ pursuit
of their gosls.

An implicit o explicit beneft offered by the product

An objectively observatie funcion, detal atibute, o qualty of
the product.
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Comparison of PC activities

United States
Word processing
Games
Household records

Learning devices for
children

School work
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46%

30%

28%

Latin America
Games
School work

Graphic art and
design

Household records

Office work at home
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G4K Kids Portal project: Data resources.

1. The Internat Consumer: Orline Chidron. (December 1999). Ineractive
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(December 1999). Interactive Consumers. Cyber Dialogue.
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oty " i
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': g'”"".?m:‘:;:‘u 3. Children on the internet,
hittpswny. census. gou! http:/www.otal.umd.edu/UUPractice/children/
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2. Student Computer Use ~ ndicator of the Monin. National Cente for Educational Staitics (August, 1899).
it od govipubsearchipubsin®.a5p7pubid=1999011 .

13. Chidren and Interactive Media. Wartel Lee, and Gaploviz (Nov 2002). Markle Foundation.

14, Teachers say inernat improves qualty of education. Cyberatias. hi:/cyberatas ternel comy/

15, The social context of home computing. Fronlch and Kiaut (Apr 2002),

16. More Kids say infrnat s the medium they can't Ive wihout. /. riessarch comipress/pr040402 him

17. Teenage Lie Onine: The ise f the nsiantmessage generalion and the Inernet’ impac on friendshps and
famiyreltionships. (Jun 20, 2001). Pew Intarnet & American Lie Project.

o perin Jreportshos asoRepor

18, Targeting Toens s a gender game (August 2000). Jupiter Comimunicatons.

15. Teachar Use of Compuers and the nforne in Pubic Schools, Educaton Statscs Quartaly - National Gantor for
Education Statstics hp/inces od qovipubsearchpubinko 259 7putsid=2000000

20. Parents Oniine. (Noverber 17, 2002). Pow Interet & American Life Project.
it pewntemet org/tep0ritoc aso?Repori=Ts

21, America's Online Pursus: The changing pcture of who's onine and what they do. (December 22, 2003)

Pow Internet & American Lil Project. Miiowvwn pewinernel org/reportsoc asp?Report=106

22. The Ever-Shiing nternet Populalion: A new ook at Inernet access and the digital dvide (April 16, 2003).
Pow Internet & American Lite Projet hifp/Mwpeninternet ogireportsoc. aso?Report=68

23, Tha Music Downloading Deluge: 37 million American aduls and youths have rarieved musi fias on th Informat
(Apr 24, 2001). Pew Interet & American Life Project. it:/www pewiniemet.orglreportsoc ssp?eports33

24, The Digtal Disconnect The widening gap between Inlernet-savvy students and thlr schodl (August 4, 2002).
Pew nternel & American Lile Project. hiip//www: pewintemel org reportsoc asp?eport=57

25. Zeroto Six: Elcironic Modia n the Lives of Inans, Toddiers and Preschoolrs (Fal 2003 Keiser Famiy
Foundation. i/ it orgenimecia/3378 cim

26. Oniine Parents: Gateway 1o a New Genaration, Cyber Dilogus, Tha Interet Consumer, Year 2000, V017
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Why Net Marketors.
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Family

Planning

Goals for Persona Effort

Data collection

Data organized.
Persona creation complete
Evaluation and prioitzation by
stakeholders complete
Validation complete

+ Persona team begins evangelizing

persona effort around organization

Persona effort introduced to team
Initial posters and communication
ariifacts delivered to team

Personas used in storyboards,
‘scenarios, design, walkihroughs, etc.

User testing with personas as
recruiting profile

Personas used in Q/A test case
selection

Persona knowledge enrichment
anifacts delivered

leratve user testing and QA
tosting continues

User Assistance team begins
‘writing documentation based on
persona profies

Personas introduced to support
team

Marketing begins to explore:
messaging and advertisement
‘channels considering personas

Support team uses personas to
catogorize customer issues/
complaintsirequests

Persona core team measures ROI
of persona effort

Timeline  Related Project Milestones|

Complete 2
‘wosks from
now

1 month
from now:

2months
from now.

3 months
from now.

4 months.
from now.

5 months.
from row.

6 months
from now.

67 months
from now

Vision complete
(business plan,
corporate siralogy)

Roquirements complete
(system architecturs,
funciional requirements)

Fealure speciication
compiote (Design
compiete) GOAL:
Personas used in
feature prioiization
decisions
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ticket(s)

4. confirm tickets wanted
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RO2- Fence-Sitting-Current-Member Role

CONTEXT: has established connection with club, possibly familiar with site: may be.

trying to quit or looking for reasons To either continue or bail out

CHARACTERISTICS: ambivalent or skeptical attitude; casual, unpredictable behavior:

unlikely to be in role more than once or often

CRITERTA: maximal odds of good experience, minimal bad: easy, convenient operation;

of fer easy alternatives to quitting
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RO7- Pickup-Window-Ticket - Issuing Role

CONTEXT. isolated in booth, facing possible long queue of customers, potential bottleneck,

final step in work flow

CHARACTERISTICS: trivial process but performed under pressure, accelerating pace

os showtime opproaches

CRITERIA: speed, simplicity, accuracy (get all the right tickets to the right customers):

needs foolproof identification scheme
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computers at school than have
access to them at home.

More than haf of schoskage chit
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I scool and at home (57 percent.
However, many chidren had access
n only one location or the other. O
them, far more had access in school
than had access at home. Twenty-
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Skeleton

Sketch

Boy, age 10-13

Computer use at school

«Has access to a shared computer in his
classroom or a computer lab’ shared by the
whole school

«Has at loast one computer-related
assignment a week

« Finds computer use at school ‘boring"

Internet use at home

+ Shares a home computer with family

« Uses internet to play games and (sometimes)
do school work

Interests/Activities

« Likes 1o talk about games wih friends

* Likes video games more than computer
games.

« Participates in multiple organized sports

Danny

Danny s 12 and he just started 6th grade,
which is very Gool. He has computer lab once
a week and he likes it alol. He usually spends
ecess in the compuer lab looking for info
about the Lakers and for new games (o ty
He thinks he's a computer pro; his mom's
been coming to him for help with silly Stuff

for years now.
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Oden, the “ocassional user”

How does Oden use XDocs?
Odon, a sonlor plannor, usos XDoGs bocauso thats what his
company uses.

+ Ho uses forms crated by Nick, Cara or Dawn.

+ Oden rogulal uses some forms, such as salus
Toport, but usas severalforms (1o example, expenss
roport o performanca roview) nfraquortly
enough that vary time i a new lsaring experisnce.

‘What's importan to Oden?
For Odern, ho aasior XDacs s he betterHe says: Just make
iling out hs peper work easier”

+ Pre-populaing ieids with pas! values, i expansa or
dopartmont codos, s a bl win bacause i koops Odon
from haviog o confinuously look up rformation.

+ Oden wanis Inino Insiructons, Too[Tips, and oasy ways
10 get the inormation that ha nsads (o quickly and
accurately fil ot foms.

+ He expects erfor magsages o help him find and
ix problems.

+ Bocauso Oden sometimes works ffom horma and tavols
occasionally,he wants tbe e to work offine

« He expecis the user moda for opsning, saving, and
Submiting the form o bo very simple.

Other commonly used tools:
Wiorks extensively wih Word and Excel

Relatad job ttlas:
(Ocen reprasars a ypical enc-
Includ projoo managers, analysts and department managers.

Rolated personas:
Ed, the end-user from the Offce Designer personas.
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. Skeleton: the “occasional” user

Could be a project manager, senior planner, analyst, or department manager.
Uses XDocs because that's what the company has adopted.

How does this person use XDocs?
«Uses forms created by other, more technical people.
« Regularly uses some forms, but uses most forms infrequently.

What's important to the occasional user?
= The easier XDocs is the better.

« Pre-populating fields in the form keeps them from having t0 look up information
« Wants easy ways 10 get the needed information 1o quickly il out forme.

Wants 1o be able to work offine, because they are sometimes mobile.
« Expects the process for apening, saving and submitting forms 1o be simplo.
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Age:
40

Education:
Bachelorof
Engineering,
MBA

“Thefully-
automated office
buildings coming —
someday,But today,
my concen s this:
‘what technology
should | bring on
board now in order
to have increased
our competitive
advantage by this
time nextyear?”

MRP Property Management Inc.
New York City NY.

Michael Anderson
Chief Technology Officer (CTO)

Motivations

Michael has had afelong passion for technology. It drove him nto
engineering as 3 young student and propelled him tohis current role 35
(CTO.But to balance his enthusiasm for anything new, Michae has had to
develop what he cals a"personal smoke detector':an abilty to sense when
the promise ofanew technology sjust smoke and mirrors and uniikely to
offer aretur on investment i greatest satisaction comes from rolling out
technologies that have an immediate, measurable impact on ther abilty to
un corporate offce towers more efectively.

Role in Purchase Process

Michaelsponsors an evaluation comittee thatincludes Finance, T.and at
least ane person who might actually use the new technology under
‘consideration. Too many rolouts i farge companies ke ours have faled
because of problems with user adoption. Before we invest n something
new, we need to feel confident that people will actually use it

Before meeting with any vendors the committee defines ther underlying
needs and the critria by which they | make the ultimate decision. At
Michael urging,each comittee this year has inroduced a new criteia for
every product they evaluate:a demonstrated &-month return on nvestment
for the vendor's previous customers.

Once the committee hasselected theirpreferred product and vendor,they
present theircase to MichaeL ‘At this poit,the decison s pretty wel
‘made;"he admits“Oniy once n the past year have  offered citcsms that
‘prompted them to change their ecommendation.”

Perceptions of Acme Inc.

‘Acme has been a preferred vendor at MRP for three years.In Michaels
‘words"Acme has proven to be flexible, responsive,and reliable My team has
come to trusttheir engineers completely.”He's ot so sure about their sales
force,though,ince his team dealt directy with Acme IT group when
evaluating GPS handhelds last year. "My sense i that Acme knows.
technology,but they e till ramping up on sales and support”

|
|
|
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Parent (skeleton)

Demographics:
+ People who make enough money o have two
‘computers in their home tend to live in major

metropolitan areas (source 3, p 1)
-ete

Work:

+85% of parents surveyed work fulltime in white-
colar professions (source 5. p 2)
vete

Goals, fears, aspirations of parents

+ Mothers are more concerned with their child's
behavior online than fathers (source 2. p 10)

-etc

Irene Pasquez, the involved parent (1)
(foundation document)

Overview:

rene lives in a suburb of Houston (2) with
Emanuel. her husband, and her one chilc:
Preston, who just tumed 5.

Even though Irene works full-time as a manager
in alocal branch of Bank of America (3), she 1s
heavily involved with Preston's daily activities and

has the opporturity to see him during the working
day because... elc

Data references

1. Mothers are more concermed with their child's
behavior oniine than fathers (source 2. p 10)

2. People who make enough money 1o have two
computers in their home tend o five in major
‘metropolian areas (source 3, p 1)

3.85% of parents surveyed work ful time in white-
colar professions (source 5. p 2)
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“This businessis a
high-risk game with
traditionally little
Toyalty. Fall behind
‘evena bitand dlients

switchtothe
competition instead
of renewing your
contract”

— Industry Analyst

i
" MRP Property Management Inc.
' People Make the Building™

‘The Business

MRP'force ofservice providers and repair technicians arethe foks who
Keep huge offce towers operating smoathiy, from monitoring secuity to
‘upgrading elevatorstofixing plugged tollets MRP' contracts include strict
performance criteria,meaning they must respond totenant requests within
specific time, sometimes s as S minutes — which can be diffcultina
busy downtown bulding with thousands of occupants.

Role of Technology

MRP relies o technology to give them a competitve edge,so they rely on
‘vendors such as Acme to keep them abresst o thelatest advances At their
Call Centerin Dallas, MRP operators monitor phone nes and websites for
requests from tenants acrossthe continent. Operations softwiare provides
‘quick access to such details 3 buikding data and service history.Work orders
are sent o field technicians via cell phone.

Challenges

MRP faces some technology problems that affect thei abilty to delver
service.Forinstance, deep inside a corporate ofice tower s sometimes.
impossible to receive a cell phone signal, o technicians are unable to
receive new work odersIf this hiappens often enough over the course of
month, MRP fails to earnits“performance bonus’ And that bonus s the
primary source of the company s rofts.

The Future

Thisindustry s about to undergo a great change. Automation technology.
prormises to revolutionize the way a buikding is run:smar sensors on HVAC
‘equipment can predict breakdowns before they occur;video systems
enable Virtual concierges™who can serve lobbies from anywhere n the
workd;and new software is allowing clients o hold property managers
accountable ik never before.On the one hand, MRPis excited by the
futuret promises to improve thir service delvery and therefore increase.
evenue.But the investment required to implement these new technologies
is prohibitive,as MRP operates on very sim profitmargins.
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Persona Skeleton:
Boy, age 10-13

Computer use at school
« Has access to a shared computer in his
classroom or a computer lal’ shared by the.
whole school
o Factoid
o Factoid
o Factoid

»Has at least one computer-related assignment
aweek

o Factoid
o Factoid

= Finds computer use at school ‘boring"
o Factoid
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*Who participates in the purchase process?

*What initiates the process?

« How are the decisions made?

= What are everyone’s roles in the process?

= What are the major influences on people’s

purchase decisions?.

“What have they bought n the past and why?

= At what stage in the adoption cycle are customers?

«What do they hope to achi

= How would you describe your brand? How
does this compare to what customers think?

«Does your organization share any core
Values with your customers?

« How relevant Is your brand to customers?
Does it stand for something meaningful?

What makes your product or organization
different from the competition?

= How loyal are people to your brand?
To compeitive brands?

0?7

Category

“What market do you compete in specifically?

\

= Who are your competitors? Do any come from |
other markets? |
« How have compatitors positioned themselves in |
the minds of customers? Are these strategies |
effective? ‘

+What e the competive products? Howdo |
customers feel about them?

«What trends do people perceive In the market?.

«What s the maturity of the market as a whole?
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For each question, choose one answer from the following scale:

]
Strongly Disagree

1. My favorite season is winter.

2. | strive o always own the latest, greatest model of mobile telephone.

3. The clothes in my wardrobe are fashionable.

4. W given the choice, | would prefer to eat lasagna instead of sushi.

5. Television s a better source of news than the Internet.
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Wnat s your goal in wrting this story?
Who i the personain his story?

What other characters are involved?

What s the situation before the story bagins?
Whatis the goal of the main character?
What triggers the action of the story?

What happens during the story?

What s the outoome of the story?
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© Discuss categories of users
© Process data

© Identiy & create skeletons

© Evaluate & prioritze skelstons
© Develop skelstons into personas
© Validate the personas.
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