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Welcome... let's review some HCD concepts!



Satisfy the Cat



HCD @ CMS



?

?? MVP

Desirability
(CUSTOMER)

Viability
(BUSINESS)

Feasibility
(TECHNOLOGY)

Innovation



“Embrace regular and
frequent exposure to users.

2 hours every 6 weeks.”

Jared Spool, User Interface Engineering



Who… is your customer?





Affinity Diagram for Synthesis



Who are your customers?

Write down
•Write down ideas 

on separate sticky 
notes.​

01
Put
•Put sticky notes 

on the wall.​

02
Group
•Group similar 

items.​

03
Name
•Name each group 

of customers.​

04
Vote
•Vote for 

most "important."

05



What… is a persona?





What is a persona?

A fictitious, specific and concrete representation 

of a target customer group for a product, 

experience, or policy. Provides an actionable 

narrative that leverages research, as well as 

internal understands.













Personas are 
not documents.



Why… use personas?



1.
Personas make assumptions and knowledge about 

customers explicit, creating a common language to 

meaningfully discuss customers.



Undefined
Customers

Disorganized 
Assumption

Ghost 
Persona(s)



2.
Personas allow you to focus on and design for a set 

of specific customers (who are not necessarily like 

you), helping you make better decisions.



POLICY
RESEARCHER:
PATRICIA

POLICYMAKER: 
CHRISTOPHER

PROSPECTIVE 
FOUNDATION 
CLIENT:
MARK

MEDIA 
INFLUENCER:
ANDREW

PROGRAM 
ADMINISTRATOR: 
LISA

Mathematica Policy Research… key personas



Key Opportunities
• Redesign the homepage as an introduction to 

Mathematica to communicate its unique 
offering and brand positioning

• Elevate service-oriented navigation labels and 
wayfinding componentsMark:

Prospective
Foundation
Client









3.
Personas generate interest and empathy toward 

users, engaging your team in a way that other 

representations of data cannot.





Introduce the 
main character

Begin with a 
startling 
fact/stat

Immerse your 
audience in a 
moment of 

conflict

Make your 
cause a quest

Storytelling Strategy for Non-Profits to 

Generate Empathy + Encourage Giving



4.
Personas help us overcome drawbacks of data 

alone and humanize insights with a narrative.







5.
Personas leverage human psychology toward 

fictional characters and allow us to predict 

outcomes.





REMINDER:

Personas are 
not documents.



6.
Research suggests that experiences designed with 

personas are preferred by customers.



Study on the Effectiveness of Personas





When… to use personas?





1. Initiate
• Goal: Create a shared understanding of the 

problem that you're trying to solve. Define 

who, what, where, why, and how.

• Tips:

• Ground the problem to be solved in the context 

of a specific persona(s)

• Onboard teammates to project in context of 

persona(s)



2. Immerse
• Goal: Gain empathy by talking to and 

observing customers.

• Tips:

• Recruit participants that share traits with your 

target persona(s)

• Focus on creating a persona that evokes 

empathy by communicating more than facts



3. Synthesize
• Goal: Sense-making by gathering available 

research / data / information to find themes, 

organizing into patterns and discovering 

insights.

• Tips:

• Story tell data through the lens of the persona(s)

• Refine personas leveraging insights from 

Immerse



4. Ideate

• Goal: Ideas without limits.

• Tips:

• Hold brainstorming workshops to generate 

ideas to problem solve for the persona(s)

• Define the customer journey to uncover unmet 

needs for a specific persona



5. Prototype
• Goal: Reduce your ideas to those that are 

desirable, feasible and viable, and make as 

interactive as possible so you can get 

feedback about the experience.

• Tips

• Present concepts in the context of persona(s)

• Conduct balanced research to validate concepts 

with participants who represent key personas



6. Implement
• Goal: Continue to iterate, refine, and engage 

based on user feedback and metrics.

• Tips:

• Create ongoing optimization strategy to 

continue to improve the 

product/experience/policy for the persona(s)

• Consider new strategies for secondary 

persona(s)



Repeat.



How… to create a persona?



Data

Personas



Assumptions

Personas



Least Data Most Data

Lowest Effort Most Effort



Little
Research

Qualitative 
Research

Qualitative + 
Quantitative

Research

Lowest Effort Most Effort



Time to Create:

Survey of 216 Design

Professionals

Median time spent ranged from 22.5 - 102.5 staff 
hours.

• Small companies ( 500 employees or less)
• 1 employee = 3 - 9 working days
• 2 employees = 1.5 - 5 working days

• Larger companies (501+ employees)
• 4 employees = 2 - 4 working days



Time to Create:

Survey of 216 Design

Professionals



Least data Most data

Lowest Effort Most Effort

Proto-persona



Proto-persona
1. Non-research-based articulation of a 

customer segment

2. Collaborative: guided brainstorm of people 

with different viewpoints

3. Transfer knowledge and gain alignment

4. Frames assumptions as hypotheses with a 

plan for validation through research



Proto-persona 
Workshop

Goal: Identify all possible personas to target and 

workshop through character development as 

representation for key personas

• Proto-personas have 4 quadrants

• Bring blank paper and markers for brainstorming

• Groups/individual brainstorm at least 3 personas



Proto-persona 
Workshop

Step 1: Character Development Quadrants

Name +
Picture Behaviors + Beliefs

Demographics Needs + 
Goals



Proto-persona 
Workshop

Step 1: Character Development Quadrants

• Name considerations

• Names can be serious or playful. For playful names consider 

alliteration (e.g. Regina the Rocket Scientist)

• What is the age of your persona? Think of common names 

from the decade when they were "born." (See SSA online 

resource: https://www.ssa.gov/oact/babynames/decades/)

https://www.ssa.gov/oact/babynames/decades/


Proto-persona 
Workshop

Step 1: Character Development Quadrants

• Picture considerations

• Higher fidelity is preferred and helps to create a concrete 

visual. Sketches are a good starting point but ultimately, we 

want to more toward specificity in all regards

• Avoid overly stereotypical photos that characterize instead of 

humanize

• Gold Standard: Find volunteers or hire models to do a 

photoshoot



Proto-persona 
Workshop

Step 1: Character Development Quadrants

• Behavior and beliefs considerations

• Behaviors and beliefs related to your product are especially 

helpful

• This might include related touchpoints on a site or journey 

map, attitudes and perceptions of a related experience

• Broader



Proto-persona 
Workshop

Step 1: Character Development Quadrants

• Demographic consideration:

• Common demographics include

• Age

• Location

• Education

• Household income

• Marital status

• Parental status

• Demographic information should be validated through 

quantitative research (e.g. surveys)

• For digital experiences, Google Analytics can be used for 

location and age



Proto-persona 
Workshop

Step 1: Character Development Quadrants

• Need and goal considerations

• What motivates this persona?

• What do they hope to accomplish?

• What in their life is dependent on them accomplishing this 

goal?

• Examples might include:

• Managing a health plan to improve condition

• Reducing the burden of medical expenses to balance family budget



Proto-persona 
Workshop

Step 2: Prototype with Basic Information



Proto-persona 
Workshop

Step 3: Meet the Cast

• Go around the room to each person and have them 

introduce and explain their persona

• Record any adjustments or insights discussed in real 

time



Proto-persona 
Workshop

Step 4: Refine Personas

• Collaboratively define dimensions

• Acknowledge themes in ideation around personas

• Identify missing information that would be useful

• Identify opportunities to validate assumptions with 

research



Least data Most data

Lowest Effort Most Effort

Persona



Persona Building Blocks



Persona 

Building 

Blocks

Quote adding a quote can underscore a persona's 

key motivations and illustrate vernacular.

• Considerations

• Relate to motivations and unmet needs

• Keep these short and to the point

• Pull from qualitative research, if possible

• Think about a movie you like. Is there a specific line from 

the main character that sums up the movie? What makes it 

great?



“Mama always said life was like a 
box of chocolates. You never 
know what you're gonna get.”

Forrest Gump



Persona 

Building 

Blocks

Role / Occupation can shed light on how your 

persona spend their days and even what hours 

they're available to engage with your product.

Considerations:

• Relate to anticipated education level

• Tie into values and personality type



Persona 

Building 

Blocks

Biography offer the most opportunity to tell the 

full narrative about the persona's life. You can 

include background and secondary information 

that doesn't neatly belong elsewhere.

Considerations:

• All details should be meaningful. Avoid getting 

carried away with too much information here 

(it's easy to do!)



Persona 

Building 

Blocks

Pain Points + Opportunities are an excellent way 

of aligning personas with project goals and 

motivate stakeholders with a common "quest."

• Focus on a few unique opportunities for the 

persona

• Have a concrete understanding of the problem 

and how the persona might experience it



Key Opportunities
• Redesign the homepage as an introduction to 

Mathematica to communicate its unique 
offering and brand positioning

• Elevate service-oriented navigation labels and 
wayfinding componentsMark:

Prospective
Foundation
Client



Persona 

Building 

Blocks

Day in the life of illustrates what a typical day 

looks like for your persona. This is a helpful 

context when planning for how your product does 

/ doesn't fit in.

• Detail weekdays AND weekend for a fuller 

picture

• Pull from interviews when possible





Persona 

Building 

Blocks

Superpower / Super tool encourages project teams to 

think of ideal solutions to customer problems by 

identifying "superpowers" that can help the common 

customer achieve extraordinary results.

Considerations:

• What makes this persona unique?

• What can they do (or need to do) that other 

personas can't?







Creation… let’s make personas!





Create a 
Persona

• Proto-persona
• Name + picture
• Behaviors + beliefs
• Demographics
• Needs + Goals

• Persona Building Blocks
• Quote
• Role / Occupation
• Biography
• Pain points + Opportunities
• Day in the life of
• Superpowers/Super tools







Application…

use personas in every role for decision making.



Applying Personas in Your Work



Kano Analysis



Business vs. Customer-Centered



February 6, 2020

MoSCoW

• Must

• Should

• Could

• Won't

Kano

• I would be delighted to find it that 

way

• I expect it to be that way

• I’m neutral

• I would not like it that way, but I can 

live with it that way

• It must not be that way



Excitement

Performance

Basic

Very satisfied
Delighted

Very dissatisfied
Disgusted

Executed poorly
or not at all

Executed 
very well

Kano Model

Indifferent



Excitement

Requirements

• Have greatest influence on how satisfied a customer 

will be

• These requirements are neither explicitly expressed 

nor expected by the customer

• Fulfilling these requirements leads to more than 

proportional satisfaction

• If not met, there is no feeling of dissatisfaction (not 

expected)



Performance

Requirements

• Customer satisfaction is proportional to the level 

of fulfillment

• The higher the level of fulfillment, the higher the 

customer’s satisfaction and vice versa

• These requirements are usually explicitly 

demanded by the customer



Basic

Requirements

• If not fulfilled, the customer will be extremely 

dissatisfied

• These requirements are taken for granted, so 

satisfaction not increased by fulfilling them

• If not fulfilled, the customer will not be interested 

in the feature set



Survey 

Question Pairs
“How would you feel if you had 

this feature?”
and

“How would you feel if you did 
not have this feature?”



KANO Matrix

Like​ Expect​ Neutral​ Live With​ Dislike​

Like​ Q​ E​ E​ E​ P​

Expect​ R​ I​ I​ I​ B​

Neutral​ R​ I​ I​ I​ B​

Live With​ R​ I​ I​ I​ B​

Dislike​ R​ R​ R​ R​ Q​

B​ BASIC​

P​ PERFORMANCE​

E​ EXCITEMENT​

I​ INDIFFERENT​

R​ REVERSE​

Q​ QUESTIONABLE​



Excitement Performance

Indifferent Basic

Magnitude of Dissatisfaction if Done Poorly 

M
ag

ni
tu

de
 o

f S
at

is
fa

ct
io

n 
if 

Do
ne

 W
el

l 


Chart1

		



Y-Value 1

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15

16

17

18

19

20

21



Sheet1
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						To update the chart, enter data into this table. The data is automatically saved in the chart.







Magnitude of Dissatisfaction if Done Poorly 
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“Increased satisfaction if 
built but does not impact 
satisfaction if not built.”

Excitement Performance

Indifferent Basic


Chart1
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Magnitude of Dissatisfaction if Done Poorly 
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“Satisfaction is proportional 
to the level of fulfillment, so 
expend proper LOE on this 

requirement classification!”

Excitement Performance

Indifferent Basic


Chart1
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Magnitude of Dissatisfaction if Done Poorly 

M
ag
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tu
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f S
at

is
fa

ct
io

n 
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l 
“This is a must-have. If not fulfilled, 

the customer will be extremely 
dissatisfied. You only need to meet 
the requirement. It does not have 

to be a homerun.”

Excitement Performance

Indifferent Basic


Chart1
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Magnitude of Dissatisfaction if Done Poorly 

M
ag

ni
tu

de
 o

f S
at

is
fa

ct
io

n 
if 

Do
ne

 W
el

l  “Requirements that do not 
affect satisfaction should not be given 

as much consideration as 
other requirements, so consider 

cutting some of these ‘indifferent’ 
requirements.”

Excitement Performance

Indifferent Basic


Chart1
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						To update the chart, enter data into this table. The data is automatically saved in the chart.







Example in 
Action



Excitement Performance

Indifferent Basic
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Chart1

		0.4468085106

		0.3936170213

		0.4361702128

		0.4315789474

		0.3296703297

		0.6170212766

		0.6105263158

		0.3789473684

		0.2872340426

		0.4468085106

		0.6413043478

		0.1578947368

		0.4210526316

		0.6315789474

		0.6210526316

		0.5894736842

		0.32

		0.28

		0.53
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0.414893617

0.4787234043

0.5

0.5263157895

0.4615384615

0.3829787234

0.2736842105

0.4947368421

0.5212765957

0.3191489362

0.3152173913

0.5157894737

0.4210526316

0.2842105263

0.3157894737

0.3263157895

0.46

0.24

0.39



Sheet1

		NAME		X-Values		Y-Value 1

		1		0.45		0.41

		2		0.39		0.48

		3		0.44		0.50

		4		0.43		0.53

		5		0.33		0.46

		6		0.62		0.38

		7		0.61		0.27

		8		0.38		0.49

		9		0.29		0.52

		10		0.45		0.32

		11		0.64		0.32

		12		0.16		0.52

		13		0.42		0.42

		14		0.63		0.28

		15		0.62		0.32

		16		0.59		0.33

		17		0.32		0.46

		18		0.28		0.24

		19		0.53		0.39

						To update the chart, enter data into this table. The data is automatically saved in the chart.







Kano Breakdown (Ideal)

30%

40%

25%

5%

0%

5%

10%

15%

20%

25%

30%

35%

40%

45%

Excitement Performance Basic Indifferent



Backlog Grooming



Thursday, February 6, 
2020

109

What value do I 
place on my 
customer?



Thursday, February 6, 
2020

110

$100



Thursday, February 6, 
2020

111

$60

$25

$15

$100



Value x Impact 

= Winning
Persona​ Value​ Impact​

-- 0%​ -1​ Negative impact on 
persona​

CMS Staff 25%​ 0​ No impact on persona​

Leadership 15%​ 1​ Positive impact on 
persona​

Beneficiary 60%​ 2​ REALLY positive 
impact on persona​



Example

Requirement Type Bene
60%

Staff 25% Leader 
15%

Score

Roast Beast E 20 140 -10 150

Figgy Pudding B 0 70 20 90

Pumpkin Pie P 40 70 20 130

Cranberry Sauce P 0 140 0 140

-1 Negative impact on persona
0 No impact on persona
1 Positive impact on persona
2 REALLY positive impact on persona



Persona Perspective Taking



Summary + Wrap Up



Key Validations

Unexpected Delights

New Learnings

Potential Roadblocks



Key Validations

Unexpected Delights

New Learnings

Potential Roadblocks



Key Validations

Unexpected Delights

New Learnings

Potential Roadblocks



Key Validations

Unexpected Delights

New Learnings

Potential Roadblocks
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