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My Role

This project was a strategic for the company. Due to the size and scale of the 
project, we knew the initiative would span several teams. 

As Director of UX, I was responsible for the success of the user experience. In 
this case, I assigned myself as the lead UX on the project. I conducted the 
research, created the UI, ran workshops, attended customer calls, and 
occasionally acted as PM of the project. 

Some existing research and a proof of concept were started by another team in 
my division and shelved in favor of another initiative. I used some of this research 
to start this new initiative. 



Evidence of the problem

Retention
We had a significant amount of 
customer feedback indicating 
that the reporting aspect of the 
product was challenging to use, 
disjointed from the experience, 
overly complicated, and not 
real-time.

A reporting-specific NPS poll 
showed a rating of -6.

Competition
Competitors in our space were 
moving to a more real-time 
data approach.

We were using a third-party 
data tool to create dashboards 
for our product. 

This tool was expensive and 
the company was eager to 
move away from using it.  

The tool was also not meeting 
our needs from a usability 
perspective. 

Tech Debt



Goals and Success Metrics

Goals
Primary Goal:

● Provide administrators with the real-time 
data they need to decide subsequent actions 
in a location where the data relevant.

Secondary Goal:

● Move reports off third-party data tool before 
the renewal date

Success Metrics

● Customer satisfaction on the new reports 
should be at least a 3.5 out of 5 rating.

● Usage of the new reports should be 25% 
or higher than the comparable old report 
within a quarter.

● Usage of the old reports should decrease 
by 25% or more within a quarter.

● We should see less than 1% of customer 
losses attributed to the reporting 
changes.



Discovery Process
Facts, assumptions, questions



What we know
I had a repository of previous research and customer feedback 
about reporting. I took that feedback and began tagging customer 
comments by their mentioned problems. I ended up with a 
categorized list and feedback count about each issue. This list 
allowed me to identify the top concerns around reports quickly.

I had usage data for the various reports we wanted to retire. The 
PM and I quickly identified one report with extremely low usage and 
decided to try to hide that report and see if we got any customer 
feedback. We were ready to turn it back on for any customers that 
complained. We had no complaints, which showed us we likely 
have a lot of unused data points we could eliminate.

I had a proof of concept for our first real-time report that a previous 
team had worked on and then shelved. I decided to take that report 
and provide a beta link to access it from the application to get 
customer feedback on our direction.



What we don’t know

The team realized early on that ripping out a third-party data 
tool and replacing it with our in-house reports could not be a 
1:1 match with data due to performance concerns. The tool 
allowed some data calculations that we could not achieve on 
our own. 

I had plenty of general feedback that reports needed to be 
simplified and to highlight specific use cases. However, I 
needed to discover which particular data points administrators 
found most critical and determine how they preferred the data 
to be displayed visually.



Exploring Process
Research and concepts



Research
I created several surveys to define specific must-have data for each 
report type. In the surveys, we asked administrators to rate the 
importance of various reporting issues and rank particular kinds of 
data that were most important to them. 

These surveys provided a ranked list of data we would need to carry 
over from each report as well as job stories regarding users 
reporting needs.

I reviewed secret shopper competitor research to determine what 
data was needed to compete within the market and what data we 
had that could make us a differentiator.



Concepts

I created concept reports based on customer feedback, 
usage, and survey data and set up customer interviews 
to review the concepts and gather additional feedback.

I conducted user tests on the various reports to 
understand if the data we displayed was most important 
to customers and if the charts and graphs were clear, 
easy to understand, and shareable with their 
stakeholders.

I created charting components for our style system for 
report consistency and for development use. 



Align & Decide
Team alignment and scoping



Team Alignment

The team leads gathered and discussed our 
evidence and the available resources. 

We created a hypothesis that we could go from 
11 reports down to 4 or 5 real-time reports and 
still capture the majority of data administrators 
needed. 

Any additional data would be acceptable to 
deliver to customers within 24 hours and via 
export only.



Team Alignment

The team began to discuss which data we 
believed we could reasonably get to real-time.

We identified various data points that could 
convert easily to real-time. Some data points 
could eventually be converted with more 
database and stored procedure refactoring.  

Any other important data was moved to an 
export-only report which would update every 24 
hours. 



Scoping

I conducted a series of workshops with the team to prioritize the 
data and reporting features we planned to include. 

We went through an impact vs. effort activity to determine how to 
build out our reporting roadmap in the time we had.

Using the items identified in the impact vs. effort activity, we went 
through an impact vs. probability risk assessment activity to identify 
areas with customer satisfaction risks, technical performance risks, 
and technical unknowns. This activity allowed us to create mitigation 
plans for the riskiest issues. 



Customer and Internal 
Alignment

Given the time crunch to turn off the old reports, we decided to be 
more drastic in messaging customers about the future shift. 

We began adding notifications to the product, letting customers 
know specific old reports would go away and be replaced with new 
reports. This messaging contained options to leave us feedback. 

We also set up various meetings with internal customer-facing 
teams to prepare them for questions and ask to be included in any 
customer calls about this topic. 

This tactic provided us with two steady streams of customer 
feedback regarding the switch and any crucial data points or 
features we missed.



Test & Learn
Test hypothesis and iterate



Testing

We began with the first beta report and added additional data and 
features to take it to general availability. Once the team completed 
the report, we added customer satisfaction guides to the page and 
redirected the old report to the new one. We allowed customers to 
access the old report through a link in the top banner. This feedback 
banner gave us more customer feedback and any critical 
escalations from hiding the old report.

We also began converting the old report data to export-only 
spreadsheets and making those available for the customers who 
needed 1 or 2 data points we could not provide in the real-time 
reports.

We repeated these steps for the following three reports, each time 
tracking usage, customer satisfaction, and any customer loss 
attributed to reports. We identified various features that needed to 
be added to the reports at each stage to increase usage and 
satisfaction and decrease any risk of attrition.



Learning

We did discover some misses with the project. We learned that 
there were several high-value customers using reports via APIs that 
did not frequently log into our product. As a result of their infrequent 
log-ins, we missed much of their feedback and API requirements, 
which we had to address after the switch. 

We also learned that the one report that failed to hit the customer 
satisfaction and usage goals was not only our least-used product 
area but also a product area with many customer concerns. We 
believe this attributed to the failure of this particular report. After the 
reporting switch, we added new functionality and corresponding 
reports to this product area.

Now that users had an opportunity to interact with the new reports 
we discovered some additional features, functionality and data 
points we needed to explore in follow up releases. 



Before & After
Final results



Results
● Customer satisfaction on the new reports should be at 

least a 3.5 out of 5 rating.
○ All but one of the new reports achieved the 

satisfaction rating we expected.
● Usage of the new reports should be 25% or higher than 

the comparable old report within a quarter.
○ All but one of the new reports achieved higher 

usage than the old report.
● Usage of the old reports should decrease by 25% or 

more within a quarter.
○ All of the old reports decreased in usage and 

were deprecated.
● We should see less than 1% of customer losses 

attributed to the reporting changes.
○ We had no customer loss attributed to reporting 

during this initiative.



Before



After



Summary
We succeeded in retiring the legacy reports and removing the third-party data tool. 

We reduced the number of reports from 11 to 4 with a refresh rate of 15 minutes or less. 

We created these dashboards on pages where users were already managing programs 
and taking actions versus a separate reporting area of the product. 

We took reports with a -6 NPS score and replaced them with reports that mostly received 
a 3.5 or higher out of 5 customer satisfaction rating.

Throughout the turmoil of switching our entire reporting suite, we successfully 
communicated with customers and internal teams, resulting in no loss of customers due 
to the reporting change.

Some missed features affected specific groups of customers, but overall, we captured 
the majority of data and features needed for customers.


