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SOLVING USER EXPERIENCE PROBLEMS AND TESTING NEW IDEAS
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SET THE STAGE
Start with a big problem

One of the surest ways to get business leaders to invest time 
and money into improving an employee experience is to start 
with a UX hypothesis that has a positive business outcome 
or Return on Investment (ROI).

Re-designing an enterprise application, making changes to an 
onboarding process or online registration system for training 
and development requires commitment from Product 
Owners and Stakeholders. 

The UX team needs to look beyond designing human-
centered experiences. Designing a better user experience is 
only one-half of the equation. The other half involves the 
benefit to the business.

It works like this. The employee must perceive some value in 
using an intranet portal, or enterprise application. If the 
benefits are real, they’ll continue to use the app. The 
business also perceives a value from the enterprise app or 
intranet portal. For example, creating a self-service culture 
and deflecting calls from HR agents or employee care. 

We know that investing in college tuition as an employee 
benefit helps companies retain and attract top talent. But a 
study by the Lumina Foundation showed there’s another 
compelling reason for employers to embrace the benefit: it 
improves the bottom line. So, re-designing the online 
registration process for an educational reimbursement 
program makes sense. Employees benefit from a re-design 
that is less confusing and easier to use and employers 
increase talent mobility and reduction in calls into employee 
care.  
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ASSEMBLE THE TEAM
Get a decider, a facilitator and a diverse team 

To build the perfect Sprint Design team you’re going to need 
someone with authority to make decisions: that person is the 
Decider. The Decider is the official decision-maker for the 
project. It might be the Product Owner, Sponsor, Director or 
another team leader.  These Deciders generally understand 
the app, process or service in-depth.

When you set the stage in the previous step, you developed 
your UX hypothesis about the problem and associated 
benefits to employees and the business. This is key to 
getting the Decider to participate in the Design Sprint. If the 
Decider won’t participate in the Sprint Design session, that’s 
a giant red flag. You may need to select a different project, 
something with a greater priority for the Decider.

The ideal size for the Sprint Design session is seven or fewer 
people. More than that and you’ll have to work harder to keep 
everyone focused and productive.

You’ll want the people who manage the product, app or 
service – HR operations, HR IT, subject matter experts and 
employee care. They know how the app, service or employee 
benefit works and may have ideas about the problem you’re 
trying to solve. 

A UX Designer and UX Researcher need to be a part of the 
team. They understand the employee needs, goals and 
frustrations and can best design user-centered solutions. 

Now that you have the Decider, stakeholders and subject 
matter experts participating in the Design Sprint, you’ll need 
someone to run the Design Sprint. This person is the 
Facilitator, and she’s responsible for managing time, 
discussions and the overall process. This person needs to be 
confident leading the meeting, including summarizing 
discussions and telling participants when it’s time to move 
on.
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MAP
Diagram the problem
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Let’s retrace our steps. You’ve identified a big problem. Your 
hypothesis is straight-forward. Addressing and resolving the 
issues you’ve identified will have both a positive impact on 
the user experience and business outcome. 

Assembling the right team ensures that when you create your 
journey map (or diagram the problem) you have the experts 
and Deciders in the room who understand how the pieces fit 
together and have the authority to fix the problem. 

Nobody knows everything and information is usually 
distributed across the company. You’ve got to gather it and 
make sense of it, and asking the experts, users, the people 
who understand how things work and previous efforts, is the 
best way to do that.

The map you create is a simple diagram representing lots of 
complexity. You don’t have to capture every detail. Instead, 
you’ll just include the major steps required for employees 
(users) to move from beginning to completion. 

The map is employee (or user-centric) with touchpoints and 
process steps. Each map is a story, with a beginning, middle 
and an end. And no matter the business, each map is simple. 
The journey is composed of nothing more than goals, a flow 
of touchpoints, your users' expectations and sentiment, and 
yes opportunities for improvement.

So now that you know what goes into a map, you should be 
ready to create one of your own. In case you’re still a bit 
uncertain what a map looks like, I’ve provided an example on 
the next page. 
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Complete my education and develop my skills so that I can 
grow and advance in my career.

Submit my application for the current term and receive 
approval from the plan administrator.

Receive timely reimbursement for my tuition expenses on 
submission of grade transcripts and receipts.

Where do I go to find knowledge articles and FAQs on the 
educational reimbursement program and participating 
schools?

Will I get a notification that the application submission was 
successful when it’s been approved?

I should be able to track that my grades and receipts were 
received and a notification when they’ve been approved.TH

IN
K

I didn’t find all the information I needed, and some of the 
information seemed out of date. Felt like a time waster.

I received an email with a confusing status update. I had to 
phone and wait for someone in customer service to answer 
my questions. This was frustrating.

The company’s program deadline for grades and receipts 
doesn’t align with the school’s release of final grades. This 
was stressful.FE

EL

I want one central online location with all the information I 
need about the educational reimbursement program.

I want to know what I need to do at every step, when I need 
to do it and a way to ask questions without having to get on 
the phone.

I want my school and the plan to synchronize calendars for 
grade submission and tuition reimbursement deadlines. W
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Diagram the problem
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IDEATE
Choose the best solution
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Digital transformation can improve employee journeys, but 
how do you decide which areas of the journey to focus on? 
There is a method called: How Might We. It was developed by 
Proctor & Gamble in the 1970’s and adopted by IDEO.

HMW opens to Ideation where you explore ideas that can 
help you solve your design challenge. HMW works like this. 
Each person in your Design Sprint uses sticky notes to write 
down his or her own notes in the form of a question, 
beginning with the words “How might we…?”

Focus your HMW questions on the desired outcome. For 
example, with the educational reimbursement journey, we 
could ask, “How might we ensure employees can find the 
information they need and that the information they find is 
up-to-date?”

Avoid suggesting a solution in your HMW question. Again, 
referring back to our journey map, “How might we make 
users feel confident that they are submitting their application 
or payment correctly?”

Be sure to phrase your HMW questions positively. For 
example, “How might we make the pre-registration to post-
registration process simple and intuitive?”

Now working together, find HMW questions with similar 
themes and physically group them together. 



IDEATE
Choose the best solution

As you continue to organize your notes, it’ll be useful to label the 
groups. This is a lot like a card sorting exercise. Just put a title on a 
fresh sticky note and put it above the group. Anything that doesn’t fit 
neatly into a group can go into a miscellaneous group. After ten 
minutes you should be done. Don’t agonize over it.

Voting on HMW notes

To prioritize the sticky notes, you’ll do dot voting. Voting pretty much 
works the way it sounds. Your aim is to prioritize the HMW notes, so I’d 
recommend limiting the number of dots per person.

1. Give two sticky dots to each person
2. Give four sticky dots to the Decider
3. Before they vote, ask everyone to review once more, the 

journey map’s process, user goals, sentiments and ideas.
4. Next, ask everyone to vote (in silence) for the HMW question 

with the greatest potential  to improve the user experience 
and have a positive business outcome.

5. You can vote for your own note, or twice for the same note.

It isn’t a perfect process, but it leads to good decisions around which 
part of the user journey you’re going to target. Using this technique will 
set your team up for success in framing the design challenge on the 
right problems.
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As you continue to organize your notes, it’ll be useful to label 
the groups. This is a lot like a card sorting exercise. Just put 
a title on a fresh sticky note and put it above the group. 
Anything that doesn’t fit neatly into a group can go into a 
miscellaneous group. After ten minutes you should be done. 
Don’t agonize over it.

Voting on HMW notes

To prioritize the sticky notes, you’ll do dot voting. Voting 
pretty much works the way it sounds. Your aim is to prioritize 
the HMW notes, so I’d recommend limiting the number of 
dots per person.

1. Give two sticky dots to each person
2. Give four sticky dots to the Decider
3. Before they vote, ask everyone to review once more, 

the journey map’s process, user goals, sentiments 
and ideas.

4. Next, ask everyone to vote (in silence) for the HMW 
question with the greatest potential  to improve the 
user experience and have a positive business 
outcome.

5. You can vote for your own note, or twice for the 
same note.

It isn’t a perfect process, but it leads to good decisions 
around which part of the user journey you’re going to target. 
Using this technique will set your team up for success in 
framing the design challenge on the right problems.



PROTOTYPE
Find the tools and build
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If you look hard enough, you can usually find two or three 
ideas that inspire the team. If there are several ideas that 
emerge, my suggestion is to split the team up to work on 
these different parts of your problem. This way, everyone in 
the room isn’t sketching and prototyping the same solution. 

If you do decide to divide up, the fairest approach is to ask 
each person to write down the part of the user journey he or 
she is most interested in. Then go around and put the 
persons name next to the part of the journey that they want 
to tackle. In our journey map example, you would have names 
next to the pre-registration, registration and tuition 
reimbursement steps. 

Make sure that the team is evenly divided. If you end up with 
too many people wanting to work on one part of the journey, 
and not enough on another, ask for volunteers to switch.

You now have a plan and are ready to start having some fun: 
sketching, storyboarding, critiquing and prototyping. 
Sketching is the easiest and quickest way to transform an 
abstract idea into concrete solutions. Each person takes his 
or her strongest ideas and rapidly sketches eight variations in 
as many minutes. This is called Crazy 8’s. It forces you to 
push past your best idea and make it better.

Next, take your best ideas and create a storyboard 
showcasing how your users move through that part of the 
process you are solutioning for. For example, how the 
employee progresses through the pre-registration process 
using your best idea.



PROTOTYPE
Find the tools and build
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Each team may have developed three storyboards 
representing their best ideas. Which is great. The problem is 
you can’t prototype and test them all. So, you’re going to 
critique each storyboard and decide which ones have the 
best chance for success. 

A critique isn’t about finding fault with other team members 
ideas. It’s about evaluating an idea and asking how the goals 
and objectives of the user are being met. Your goal is to 
strengthen the design. You may even find yourselves 
combining parts of different storyboards.

Going back to our journey map, you would now have the best 
storyboard solution representing each part of the journey: the 
pre-registration, registration and reimbursement process. In 
other words, you have what you need to create a complete 
prototype. 

Prototyping your solution requires you to adopt a good 
enough mindset. Remember, when you test your prototype, 
you’re going to find flaws. So, you don’t want to invest too 
much time or become emotionally attached. Prototypes 
should be disposable. 

When you conduct testing with your prototype, you’ll be 
asking users to complete six to eight tasks. So, you only need 
to build enough to learn and no more. You don’t need a fully 
functional product – just something that users can react to. 

There are low-resolution and high-resolution prototypes. In 
my experience, users are more inclined to be honest with 
their feedback when the prototype is less polished. And you 
aren’t asking them to give you their views on the visual 
design. You’re testing the usability of the design. 



TEST FOR INSIGHTS
Find patterns and plan next steps

07

The moment you’ve been waiting for has arrived. You’re 
ready to begin usability testing. Usability testing involves five 
key activities.

1. Recruiting your test participants
2. Writing your test scripts
3. Conducting the interviews
4. Synthesizing your findings
5. Writing up your recommendations

Jakob Nielsen is a user research expert. He’s conducted 
thousands of customer interviews and at some point, he 
wondered: How many interviews does it take to spot the 
most important patterns? He plotted how many problems 
were discovered after ten interviews, twenty and so forth. The 
results were consistent and surprising: 85 percent of the 
problems were observed after just five people. Testing with 
that many more didn’t lead to many more insights. 

I have found the same patterns in our own tests. By the time 
we’ve observed the sixth or eighth user, we were just 
confirming patterns that showed up in the first five 
interviews.

The Design Sprint is a rewarding and valuable use of your 
time. Working together to build something that matters to 
real people. 



EMPLOYEE EXPERIENCE
Techniques for innovative solutions
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If UX design isn’t already part of 
your product development 
process, a conversation with me 
about my work will not only 
persuade you that it should be, 
but it will also give you insight 
how to make it happen.

I’ve got 10 years of UX design 
experience in the HR Talent 
Management space. Throughout 
that time, I’ve refined an efficient, 
hands-on approach to solving 
product, service and experience 
design challenges. I ‘ll show you 
how to turn research into 
innovative digital solutions that 
employees want to use.

MindforgeUX emerged from the 
necessity to improve the 
employee experience the results 
of which have a positive impact 
on your employer brand, 
retention rates, employee 
engagement and productivity.

Contact me to learn more about 
engaging our services.

OUR UX DESIGN SERVICES

User Research

Journey Mapping

Ideation

Prototyping

Usability Testing

Design Sprint Facilitation

https://mindforgeux.com/contact/
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