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Abstract
As our society becomes more and more digitalized, IT projects play an increasingly important role.
The relatively high failure rates in IT projects have spurred the development of methods and
models to improve success rate by managing for outcomes rather than constraints.
This thesis aims to contribute to our understanding of how outcome-based project methods are
used in practice, and how they’re understood and conceptualized by their users such as project
managers, product managers and interaction designers. It provides an overview of seven methods
for managing projects for outcomes and presents findings regarding how users of a subset of these
methods apply and reason about them.
The study’s findings include the identification of six themes regarding the application and use of
these methods and four concepts describing how they’re understood. The results indicate that the
methods studied have a wide-reaching influence over workplace collaboration and culture, and
provide generic strategies for solving problems in the domains of software development,
interaction design and service design.
Further research is recommended to determine how these methods can be used and improved to
further enhance collaboration, communication, and motivation in the workplace and the
methods’ wider influence on IT project success.

Keywords: benefits management, IT strategy, project management, user experience, interaction
design, service design, impact mapping
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INTRODUCTION
Background and significance
IT projects fail. Terribly often. An oft-quoted report by the Standish Group, the “CHAOS” report,
is regularly used to support this argument. And it’s no encouraging read. According to the 2015
CHAOS Report (Hastie & Wojewoda, 2015) 19% of projects “fail” by one definition or another. In
addition, 52% are “challenged.” A mere 29% are considered successful and looking back ten years
ago that number was roughly half. Things are improving, but it may not happen fast enough. The
Standish Group has received criticism (Glass, 2006) for not being forthcoming about their
sources. Still, any practitioner of IT, whether it be programming, project management or design,
will nod in agreement when hearing these numbers.
In the mid to late ‘90s, more and more adapted the idea that it was important to take outcomes
into accounting in project management. The traditional “iron triangle” (time, budget and quality)
of project management needed to be complemented with a “value” or “benefits” axis. The
argument was that by focusing on the outcome, better decisions would be made and prioritization
would improve, and the likelihood of return would increase. Several methods and models for how
this could be done were developed and started seeing use. Shifting focus to outcome required
more than just models, the mindset of procurers and service providers had to change as well.
In 2010 I was a co-founder of a web agency. We’d grown fast and gained a reputation as experts in
a very robust but flexible content management system. At this point, more and more companies
were looking at ways to make their websites more effective marketing channels. Our agency had a
genuine love for technology since its founding. This fascination with the “tools” was something I
hadn’t thought much about until one of our new hires remarked on how much the company was
thinking “inside-out.” That observation made me reconsider, and I started seeing the drawbacks
of a dominant technical culture. Some months later I had a conversation with one of our staff
who was insistent on doing things a certain way due to technical constraints. When I said that I
believed our customers would not be interested in doing things that way, his reaction was “well,
then they’ll just have to adapt.”
As a company, we were no exception. Many fall prey to inside-out thinking. Inside-out thinking is
the tunnel vision that you get when you truly care about something and can’t understand why the
rest of the world just doesn’t feel the way you do about it. This tunnel vision is what helps us
excel, but also fall short of being of real service to others. It usually happens with the best of
intentions.
In IT projects, the consequence of this mindset is a blind belief that technology would solve
problems on its own. Consulting programmers (“wizards”) can arguably be seen as obsessed with
the powers bestowed upon them. Some say that programming isn’t far from magic or
superpowers (Code.org, 2013). What cannot be argued with is that it has had, and will, have an
enormous impact on society. Buyers are often awed and have an inflated idea of the impact of the
programmers’ efforts. But it’s not uncommon that buyers and developers have vastly different
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ideas of what the outcome of the project would be. To reconcile these differences, projects are
increasingly being managed towards outcomes.
In Sweden, this trend towards managing for outcomes, impacts or effects led to the invention of
several methodologies and models for succeeding with IT investments (5 model, PENG, Effect
Managing and Goal Managing). What they have in common is the idea that IT projects generate
business value and it’s by recognizing that and having a method to capture those benefits, return
on investment in IT can be made and measured.
Three of these ideas are very similar and have shared origins, and I’ve chosen to call them “impact
methods.” They include Effect Managing, Goal Managing, and Impact Mapping. A major part of
this thesis covers the three and their use.
There’s not been much research into the methods in the “impact methods” family, what they were
influenced by and their use. My original research question concerned the differences between the
three impact methods, but due to considerable similarities between these three, I quickly realized
that it would be far more interesting to cover a wider range of methods for managing IT towards
effects and impact in order to provide perspective. Hence the chapters on PENG, 5 model,
Benefits Management and Effects-driven IT development.
What also inspired me was that a better understanding of impact methods, their underlying
assumptions and the theories that support them could potentially help refine and improve them.
Much of this knowledge is in the minds of the users and innovators of these methods. Why I
turned my attention to also learning how practitioners such as UX designers, interaction
designers, IT managers and product owners conceptualize these models and methods as well as
how they apply these methods in their daily work.
This thesis intends to bring insight into how these methods are related, how they best be used,
how experienced practitioners apply them and what we mean when we say “impact mapping,”
“goal managing” or “effect managing.”

Purpose
This thesis aims to:
•

Provide an overview of some of the most common methods for managing IT projects
towards business value, potentially assisting practitioners in making a choice of which one
to use.

•

Contribute to our understanding of how practitioners reason about the application of
these methods.
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Research questions
The questions this thesis aims to answer are:
•

What are the defining characteristics of the various impact and outcome based project
management methods and how are the methods related?

•

How do professionals perceive the application of business impact and outcome based
project management methods?

Terminology
For clarity, this thesis uses the following terminology based on Renkema and Berghout (1997).
Backlog

An accumulation in the form of a list of uncompleted work that needs to be
dealt with or completed.

Benefit

A positive consequence.

Consequence

An event that arises from the introduction of the system. Can be financial or
non-financial. Financial consequences can be expressed in monetary terms. Nonfinancial cannot be expressed in monetary terms.

Contribution

A non-financial consequence.

Disbenefit

A negative consequence.

Earning

Positive incoming cash flow.

Expenditure

Negative outgoing cash flow.

Framework

Refers to a set of methods, models and techniques that need to be adapted to fit
the use case. The framework describes generic rules and relationships that are
part of the structure underlying a system, concept, or text.

Gain

In this context, a synonym of benefit.

Information System

Abbrev. as IS. An information system is an organized system for the collection,
organization, storage and communication of information. More specifically, it is
the study of complementary networks that people and organizations use to
collect, filter, process, create and distribute data.

Information
Technology

Abbrev. as IT. The study or use of systems (especially computers and
telecommunications) for storing, retrieving, and sending information.

Interval scale

Provides information about order and also has equal intervals (for example a
financial evaluation stating an increase of 75%).
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KPI

Key Performance Indicator, a measurable value that demonstrates how
effectively a company is achieving key business objectives.

Method

Refers to a planned, systematic attempt to complete a task or reach a specific
goal. The method can relate to a specific task such as sampling a body of water
for contaminants or develop IT products.

Methodology

The systematic, theoretical analysis of the methods applied to a field of study. It
comprises the theoretical analysis of the body of methods and principles
associated with a branch of knowledge. Typically, it encompasses concepts such
as paradigm, theoretical model, phases and quantitative or qualitative
techniques.

Model

In this context, the word refers to a simplified depiction of something, for
example a process, how a decision is made, how parts need to be connected or
how concepts relate. A key characteristic of models is that they’re incomplete in
that they do not capture all aspects.

Nominal scale

Not a measurement or metric but a set of labels. Relates more to quality rather
than quantity (apples and pears are an example).

Ordinal scale

Provides information about order and indicates direction in addition to nominal
information (yes/no, more/less).

Profitability

The difference between yieldings and costs in accounting.

Qualitative

Adjective referring to something that cannot be measured on an interval scale. In
this context, used for so called “soft metrics” such as whether a system has
reduced stress or improved the general mood.

Quantitative

Adjective referring to something that can be measured on an interval scale. In
this context, usually used for financial metrics such return, cash flow, earnings or
loss.

Ratio scale

An interval scale with a natural zero. In IT investments, we’re usually interested
in changes so ratio scales see little use.

Return

Determined by cash-flow evaluation.

Risk

A measure of uncertainty with respect to a specific consequence of an
investment.

Sacrifice

A negative consequence.

Technique

Describes how a specific task or step of a process should be performed.

Time Value of Money

The time value of money is the assumption that a Swedish krona today is worth
more than a krona tomorrow. For example, assuming 7% annual interest, SEK
1.00 in a savings account will be worth SEK 1.07 in a year. Due to the symmetric
property (if a=b, then b=a), we must consider SEK 1.07 a year from now to be
worth SEK 1.00 today.
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User

The individual who will be interacting with the system as a part of their life or
work routine. Sometimes referred to in the literature as an end user.

User story

A sentence that is used to capture a requirement of a system or solution. They’re
typically written from the perspective of the person who desires the capability.
They usually take the form of: “As a user, I want to be able to save my document
so that I can edit it later.”

User-centered design

Abbrev. as UCD. A framework of processes in which usability goals, user
characteristics, environment, tasks and workflow of a product, service or process
are given extensive attention at each stage of the design process.

Value

Sum of financial and non-financial consequences.

Target audience
This thesis has been written with the intention to make it accessible, valuable and useful to
professional practitioners (such as project managers and designers) as well as other researchers.
The thesis can be read by practitioners as an introduction to the seven outcome-based project
management methods described.

Sources
The primary sources of this thesis are articles, books and interviews. A number of online resources
such as web pages and blog posts have also been used. This is a fast-moving field and printed and
published research doesn’t always keep up with the most recent ideas.

Disposition
The INTRODUCTION chapter provides a background to the research and why it’s relevant. If
you’ve been nodding in agreement so far, chances are you’ll find interesting information as you
continue reading.
The THEORY chapter describes the various methods for managing IT projects towards business
outcomes in. It describes the history, overview, roles, process and deliverables of each of the
methods.
The METHOD chapter explains how the data for the research was collected through a survey,
interviews and a literature review.
The RESULTS chapter covers the outcome of the survey and the interviews.
The DISCUSSION chapter ties everything together and relates concepts from the various sources.
The CONCLUSION chapter covers what we can make of all this and makes suggestions for future
research.
The CLOSING chapter offers final remarks, an appendix and a list of references.
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METHOD
The thesis aims to answer the research questions using two qualitative research methods:
•

A review of published research, documentation and manuals on methods for managing IT
projects towards achieving measurable business impact.

•

Interviews with practitioners, transcribed and analyzed through coding and thematic and
phenomenographic analysis.

Literature review
A review of existing research has been performed with the goal of outlining theories and methods
related to managing IT projects to measurable and expected business impacts. The information
on theoretical framework has been collected through various sources including books, journal
articles, Internet web pages and blog posts.

Scope
Due to time constraints and the potential size of an effort such as this, the scope has been limited.
Based on Renkema & Berghout (1997), the following criteria were used:
•

The method should be well documented and accessible for further analysis.

•

The method should be well structured. This implies that a method consisting of mere
guidelines is insufficient to be discussed.

•

The method should be characteristic of the approach reviewed or often be used in
practice.

The methods have been further narrowed down to those that:
•

Can be used to manage projects towards intended consequences.

•

Are easy to use and don’t require extensive prior knowledge to apply.

•

Suitable for all types of organizations, whether government, private or non-profit.

•

Clarifies the link between actions, changes and benefits.

•

Makes it possible to track and describe financial as well as non-financial benefits.

•

Were developed specifically for IT.

•

Have come into use in the past 20 years.
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Review method
The goals of this research have been to consider each project management method with regards
to:
•

Understanding which ideas and other projects management methods that have influenced
the design and development of the method.

•

Understanding which problems the method’s been designed to solve and the benefits of
its application.

•

Understanding which properties of the method that are of relevance to the topic of this
study.

•

Understanding if the method prescribes a certain process and if so, what that process is.

The research material used has been limited to the fields of usability, project management and
information systems development to be of manageable scope. Sources in English and Swedish
have been used and key terms have been translated where necessary.
It has also been evident that the methods that fall under this definition have little consistency
regarding keywords used. Finding a keyword that would generate a manageable set of sources was
not possible. The keywords of the literature referenced by this thesis paint a diverse picture:
5-modellen; användarcentrerad utveckling; Balanced Scorecard; Benchmarking; benefits of business;
Business; business metrics; business planning; business value; case study research; Computer software;
conceptual model; Construction industry; Consumers' preferences; cost-benefit analysis; Creative ability in
business; Data processing; Decision making; design; Design; design thinking; Design, Industrial;
Development; effects; effects-driven IT development; effektstyrning; Employee training personnel;
Employees; Engineering design; evaluation; Evaluation methodologies; Evidence-based development;
Failure (Psychology); follow up; Human-computer interaction; impact mapping; increased manageability;
Information storage and retrieval systems; Information systems investment evaluation; Information
systems value; Information technology; Intangible property; IT-investment; Management; Management
Decision making; measurable effects; multidisciplinary design tool; needs; Net Present Value; New business
enterprises; new product development; nytta; nyttovärderingsmodell; Organizational effectiveness;
partnership sourcing; PENG-modellen; pilot implementation; Planguage; Process control; Product design;
Project management; Qualitative research; quality-in-use; Quantifying qualities; real-use evaluation;
requirements analysis; Research; roadmapping; ROI; Social sciences; strategy; Success in business; Systems
engineering Management; task analysis; Technological innovations; technology investment; technology
valuation; traceability; usability; usability evaluation; usability goals; Usability metrics; usability
organization; usability testing; usage effects; user interface design; User interfaces (Computer systems);
user-centred design; Valuation; value engineering; value generation; Value management; Values

Consequently, it was clear that a different approach than a regular keyword database search was
needed. The leads for material offered a way forward. Through the interviews with those who had
developed some of these methods it was possible to find keywords for the research that had
inspired them. Using these keywords and searching using Google Scholar, it was possible to widen
the search net. Using these sources as a start, further sources were found by following references
and citations.
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The selection was prioritized and limited using the defined scope for the thesis. While many
methods can be applicable for IT investments, just a handful can be considered guiding or
supporting an implementation effort.

Personal bias
As a practitioner of impact mapping, I have a positive impression of the method and its
usefulness. I’ve previously been a lecturer on its benefits and argued for its wider adoption. My
personal bias has been consciously considered as a factor in my effort analyzing and critiquing the
results.

Source critique
As with all data collection, it’s necessary to critically consider the sources used. In this case, it’s of
interest to determine the validity, relevance and reliability of research findings quoted. It’s also
important to consider the tendencies of the source.
The scientific sources used have almost exclusively been published in scientific journals. While
that gives them a degree of objectivity due to peer review (as to whether the journals referenced
employ peer review and to what extent has not been investigated), other factors play in. Those
factors include research questions, prior assumptions, sample size and methods used for statistical
analysis as well as selection of results presented.
This thesis uses scientific sources as well as sources that can be considered opinions. Sometimes it
has been necessary to include highly personally biased sources like blog posts in due to the lack of
research or scientific inquiry in a certain topic. When using sources like blog posts, it’s of critical
importance to consider the interests of the writer and what information is intentionally left out.
If they’re making a case, and if so what it is. Using several sources from different writers with
diverse views or angles of critique also helps balance out tendencies. A source’s tendency is its
motivation for providing some form of bias and these should be mitigated by offering opposite
motivations (“Source criticism,” 2017). Such tendency criticism is also important when analyzing
information provided with a clear vested interest in encouraging the adoption of certain
frameworks and methods. Information with tendencies can be found in interviews as well as
printed sourced used in the literature reviews.

Survey
A survey in Swedish was posted to two UX discussion groups on LinkedIn in early March of 2015.
The purpose of the survey was not to collect enough data to draw any wider conclusions, but:
•

To gain an initial understanding of how the methods were applied in practical use.

•

To get a better understanding of the scope to design the research for the interviews to be
performed.

•

To find participants for the interview study to be performed.

Achieving business impact with IT: A qualitative study of the practice and theory of driving change with technology, interaction and service design

15 (145)

The survey consisted of sixteen multiple choice and open questions (listed in Appendix 1). The
survey was aimed at professionals who work with either “effect managing”, “goal managing” or
“impact mapping.” These methods go collectively under the name “impact methods” in this thesis.
The results of the survey were not intended for analysis but to serve to help design the interview
phase of the study by helping identify keywords and common ways of working. Even so, many of
the answers were still relevant to the research questions and are referenced in the Conclusions
and Discussion chapters.
An analysis of results of the survey can be found in the Results chapter of this thesis.

Interviews
Participants
To answer the question “What are the defining characteristics of the various impact and outcome
based project management methods and how are the methods related?”, 12 practitioners were
interviewed over the course of about 30 days in March and April of 2015. Three of the participants
were interviewed in the role as experts and the results of those interviews were not used for the
analysis.
Interviewees were found using my personal network and it of my thesis advisor, Mattias Arvola at
Linköping university. Additional interviewees were found using the aforementioned survey. One
of the final questions of the survey was whether the respondent was interested in being
interviewed for the study. Several respondents provided contact details.
To ensure that the interviewees had sufficient experience with working with impact methods, the
following criteria were used to determine who was contacted about an interview:
•

At least two years of experience of the methods.

•

Having used them professionally.

•

Used them no later than 6 months ago.

Those respondents that were interested and fit the criteria were emailed and interviews were
arranged. Interviews were done in person whenever possible.
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The following seven interviews were transcribed and used for the analysis:
Age group

Employer

Role

Experience of
the methods

EM

IM

30-35

Financial
services

Interaction designer

6 years

✔

✔

35-40

Retail

Project manager

5 years

✔

35-40

Agency

Interaction designer

10 years

40-45

Agency

Interaction designer

10 years

40-45

Agency

Project manager

5 years

✔

96 min

30-35

Agency

Interaction designer

5 years

✔

61 min

30-35

Financial
services

Product owner

3 years
µ (mean): 6.3

GM

66 min
64 min

✔

✔

57 min
70 min

✔

69 min

✔
3

Interview
duration

3

3

Table 1, EM: Effect Managing, IM: Impact Mapping, GM: Goal Managing

In addition, Ingrid Domingues (one of the creators of Effect Managing), Gojko Adzic (creator of
Impact Mapping) and Erik Markensten (one of the creators of Goal Managing) were interviewed.
These interviews helped provide leads for the literature review and gave invaluable insights into
how each method came to be.

Interview method and data collection
Semi-structured interviews were used to collect data. The interviews were performed by one
researcher using pre-written script (included in the appendix). The script was not shown to the
interviewee but served as a guide for the interviewer. It consisted of a written statement regarding
the phenomenon being studied to serve as a reminder. It also contained a series of questions. At
the bottom of the page were a set of check boxes to confirm that the interviewee had responded
or shared their view or conception on specific topics. The script was loosely followed, as per the
typical semi-structured interview format.
Using a technique called “probing,” the interviewer focused the conversation on a topic by asking
follow-up questions or non-verbally by indicating that they were listening and encouraged the
interviewee to continue (Fejes & Thornberg, 2015).
The interviews took between 60 and 90 minutes. They were done in different ways depending on
access to the interviewee:
•

Face to face in a public location or in the person’s workplace. With the express permission
of the interviewee, these interviews were recorded using a portable digital recorder and
notes were taken on paper.
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•

Over the phone. These were recorded with the express permission of the interviewee
using a recording app. Notes were taken on the computer and on paper.

•

Over the Internet on Skype as video or audio conversation. These were also recorded with
the express permission of the interviewee using a Skype recording plugin. Notes were also
taken during these sessions, on paper or on the computer.

The notes that were on paper were later photographed to be managed digitally.
Ten of the recordings were transcribed using the F5 transcription software and a USB foot pedal
over the course of several weeks immediately after the interviews. The transcription was
performed verbatim at a level where pauses and non-verbal utterances were captured (Fejes &
Thornberg, 2015).

Phenomenography
One of the goals of the research was to explore how practitioners conceptualize the application of
the methods referred to in this thesis as “impact methods.” As such, the research pertains to the
conceptions of the use and not the use itself. In other words, what we’re interested in is how
practitioners understand and relate to their own and others’ use. The reason we’re focusing on
conceptions is to gain insights into how these methods influence thinking regarding IT projects
and related work.
Phenomenography is a qualitative research method that was developed by a research group at the
University of Gothenburg, Sweden in the 1970s. It aims to map the qualitatively different ways in
which people experience, conceptualize, perceive and understand various aspects of phenomena
in the world and the collective variations thereof (Marton, 1986).
This research method is usually carried out through semi-structured and thematic interviews and
later analysis of the recorded material. The interviews are held in semi-structured format and the
audio will be recorded for later analysis and transcription. This makes the interview format fluid
and dependent on the answers given (Fejes & Thornberg, 2015).
Within phenomenography, an effort is made to uncover all the understandings people have of
specific phenomena, concepts and principles, referred to as “conceptions.” According to the
research approach, each phenomenon can be understood in a limited number of qualitative ways
(Marton, ibid). Phenomenography aims to sort these conceptions into conceptual categories
(“categories of description”). The set of categories and their relationships to one another is
referred to as an “outcome space.” The object of inquiry is the variation of these conception
within a group (Larsson, 1986).

Conceptions
A conception is defined as what (to the individual) is implicit and doesn’t need to or can be said as
it has never needed to be reflected over and serves as the foundation for our reasoning (Larsson,
1986). It has been described as a specific way “in which people understand a particular
phenomenon or aspect of the world around them” (Marton & Pong, 2005).
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It has two aspects: “referential” which refers to its meaning and “structural” which shows the
specific combination of features that have been considered. Let’s consider an example that helps
illustrate these aspects. In a study reported by Marton and Pong (2005), Canadian students were
interviewed about price and trade to uncover their conceptions of “price.” In the research results,
the following conceptions were reported:
Conception

Referential aspect

Structural aspect

A

Price reflects the value of the object
concerned

Focused on the characteristics of the object
in question

B

Price is related to the demand conditions
of the market

Focused on the people who buy such objects

C

Price is related to the supply conditions of
the market in which the object is situated

Focused on the people who sell such objects,
or the places where they are sold

D

Price is related to the opposing demand and Focused on both people who buy and
supply conditions of the market in which
people who sell such objects (or places
the object is situated
where they are sold) simultaneously

Table 2, adapted from Marton & Pong (2005).

Outcome space
The outcome space is the result of the phenomenographic analysis and should describe the
variation of concepts regarding the phenomenon in the group studied. Marton and Booth (1997),
cited in Åkerlind (2012), present three primary criteria for judging the quality of a
phenomenographic outcome space:
1)

That each category in the outcome space reveals something distinctive about a way of
understanding the phenomenon;

2)

that the categories are logically related, typically as a hierarchy of structurally inclusive
relationships; and

3)

that the outcomes are parsimonious—i.e. that the critical variation in experience observed
in the data be represented by a set of as few categories as possible.

Ontology
The research method espouses a non-dualistic ontology, and doesn’t hold the view that there’s an
external world being subjectively represented “in here.” Instead it views the world (as it is being
experienced) as constituted as an internal relation between the “real world” and the subject
(Åkerlind, 2012). Phenomenography is concerned with the relations that exist between human
beings and the world around them. “Phenomenography is more interested in the content of
thinking than is psychology” (Marton, 1986).
Phenomenographers don’t make statements about the world as such but about people’s
conceptions of it (Marton, 1986). Phenomenography doesn’t judge conceptions as being “right” or
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“wrong” and find “mistaken” conceptions equally interesting as “correct” ones (Larsson, 1986). It
adopts an experiential, so called “second-order,” perspective that attempts to characterize how
things appear to people. It makes no claim to establish truth but aims to “approach truth”
(Larsson, 1986). This has consequences for the replicability, validity and generalizability of
findings when viewed from a strict positivist perspective.

Phenomenographic analysis method
The purpose of the analysis is to explore data with regards to categories in order to capture the
differences in conceptions that exist among the participants as well as identify themes. There is a
dearth of detailed descriptions of phenomenographic research practice (Åkerlind, 2012) and as a
consequence, the analysis work was based on recommendations by several researchers (Larsson,
1986; Marton, 1986; Marton & Pong, 2005; Åkerlind, 2012; Sin, 2010; Fejes & Thornberg, 2015).
The analysis consisted of the following steps:
1)

The recorded interviews were listened without judgment or attempt to analyze. No notes
were taken to avoid forming premature ideas about categories. The purpose of this initial
step was to form an impression of the entirety.

2)

The transcripts were then printed (with triple right margin for notes and post-its) and
read over 3 times in order to “acquaint oneself with the material” (Larsson, 1986) over the
course of several days.

3)

The printed transcripts were read again and sections that seemed relevant to the
phenomenon were highlighted and notes written on post-its were attached in the right
margin so they could later be removed and transferred to the computer.

4)

The printed transcripts were read over again and new sections were marked to ensure all
significant passages had been found.

5)

The transcripts were loaded into MaxQDA (qualitative research analysis software) and the
marked sections were highlighted using codes. This was done so that the sections could be
viewed in context of their originating interviews (referential context) and in the context of
each other (structural context).

6)

Segments relevant to conceptions were printed out and cut into strips of paper. These
were sorted into piles based on their differences and similarities to the “pool of
meanings.”

7)

The excerpts were then considered in relation to the scope of the interview they were
taken from. This was done by reading the interview again and actively referring the
excerpts. The piles were modified if needed.

8)

The excepts in the piles were then being reviewed and compared with each other to detect
similarities and “viewed at a distance” to determine what conceptualizations that were
underlying (Larsson, 1986).
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9)

Each pile was then considered a potential category and the interviews were then re-read
with each category in mind in order to uncover more examples of the same conception.
Examples were excerpted and added to the piles.

10)

The sets were classified as four categories and given names that were representative.

11)

The excerpts were then re-coded in software using the categories as codes. They were
reviewed again to determine if they could fit more than one category. If so, the categories
were redefined to ensure they were mutually exclusive (a segment can only belong to one
category).

12)

Each category was finally given a description and an illustrative quote.

Thematic analysis
In addition to phenomenographic analysis, the transcripts were analyzed thematically. The
purpose was to capture themes regarding the application of impact methods, beyond the
conceptions, and to analyze reported usage and application. These fell outside the purview of
phenomenographic analysis but were still valuable and offered unique perspectives worth
analyzing and reporting.
Thematic analysis requires some form of coding in order to describe the data in a structured way.
The Encyclopedia of Human-Computer Interaction (Soegaard & Dam, 2012) defines coding as
“creating useful descriptors of units of data, such as single words, phrases, extended utterances,
objects featuring in photographs, actions noted in videos, etc., and then of comparing and
contrasting coded units to construct an analytical narrative based on the data.”
Coding can take a positivist approach, working with a pre-defined set or have a constructivist
approach as a way to build theory and hypotheses such as in Grounded Theory (Soegaard & Dam,
2012). This way, qualitative research and quantitative research methods can be used alternately to
build and then validate theory (Larsson, 1986).
Thematic analysis was chosen since the dataset was considered complete and the onus of the
research effort was on analyzing its content. Thematic analys isn’t founded on a particular
theoretical position. Instead it can be considered a technique that can be applied across a range of
theoretical positions and trying to steer a path between an unstructured approach and an
approach heavily constrained by theory (Soegard & Dam, ibid).
Soegard and Dam (2012) quote Braun and Clarke (2006):
“What is important is that the theoretical framework and methods match what the
researcher wants to know, and that they acknowledge these decisions, and recognise them
as decisions.”

In thematic analysis, codes are grouped into categories which form themes, which in turn can be
used to build theory (Saldaña, 2013). A theme “captures a common, recurring pattern across a
dataset, clustered around a central organising concept. A theme tends to describe the different
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facets of that singular idea, demonstrating the theme’s patterning in the dataset.” (Frequently
asked questions - The University of Auckland, no date). Saldaña (2013) defines a theme as “an
outcome for a coding, categorization, or analytic reflection” and quotes Rossman and Rallis (2003)
in Saldaña (2013): “think of a category as a word or phrase describing some segment of your data
that is explicit, whereas a theme is a phrase or sentence describing more subtle and tacit processes.”

Thematic analysis method
The thematic analysis was performed using holistic coding (Saldaña, ibid) which can be described
as an attempt to “grasp basic themes or issues in the data by absorbing them as a whole rather
than analyzing them line by line” (Dey, 1993, referenced in Saldaña, ibid). It is suitable for
beginning qualitative researchers and when the researcher already has a general idea of what to
investigate in the data (Saldaña, ibid).
For this study, a so called “middle-order” approach (Saldaña, ibid) was chosen as it allowed
flexibility in the length of the coded segments to range from partial sentences to a full transcript
row.
The thematic analysis was done by:
1)

The researcher familiarizing themselves with the data by listening to the transcripts once.

2)

Then printing the transcripts and reading them over and over and making notes. This was
done on physical printed copies using post-its and highlighter pens.

3)

The transcripts were loading into qualitative research software and the physical notes
were added as memos in the software. The manual codings were transferred as well.

4)

The transcripts were read once again and coding was done by marking segments that were
interesting with regards to the research questions and the interview questions. Notes were
taken on similarities and differences between segments. The codes were divided into a
rough hierarchy as the work progressed. If a segment that was deemed interesting didn’t
fit an existing code well enough, a new was created. This rough hierarchy formed several
tentative themes.

5)

The coded segments were reviewed and codes were merged and renamed in case they
were similar enough. Similarity was determined on grounds of the intent of the speakers
rather than actual word usage. The codes were grouped into codes and sub-codes under
each theme. The themes were reviewed for consistency. Once satisfied, the themes were
defined and named.

Quality
In qualitative research, we relate to how something is characterized or represented in a systematic
fashion. Qualitative research helps answer questions such as “What is X?” but does not attempt to
answer “What is the distribution of X?”. In other words, qualitative methods do not attempt to
test hypotheses about the world but attempts to identify the categories, descriptions or models
that best describe a phenomenon or context (Larsson, 1986).
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Qualitative research can use many different forms of data. It usually involves collecting,
organizing and interpreting textual data derived from talk or observation with the intent of
transferability beyond the study setting. Qualitative research methods are often criticized for not
fulfilling the criteria that quantitative research is held to. But qualitative research paradigms are
diverse and embrace different assumptions, why the criteria used to evaluate quantitative research
rigor may not be appropriate to apply (Sin, 2010).
Even so, qualitative research is still expected to address issues of validity and reliability even
though these notions derive from a positivist approach to study an objective reality rather than
the intersubjective ‘reality’ studied by interview-based qualitative research (Åkerlind, 2012). Sin
(2010) cites Guba and Lincoln (1981) as well as Spencer, Ritchie, Lewis and Dillon (2003) for
proposing criteria and frameworks for judging the trustworthiness and evaluating qualitative
research. However, Sin further argues, citing Morse, Barrett, Olson and Spiers (2002) that “the
shift from process to product merely evaluates but does not ensure rigor. Consequently, it risks
missing serious threats till they are too late to be corrected.”
I will therefore briefly discuss quality in terms of validity, generalizability (transferability),
objectivity, and reliability in the context of this study.

Validity
Research validity can be said to mean the internal consistency of the object of study, data and
findings or in the words: the degree to which a tool measures what it claims to measure.
Phenomenographic research generally relies on interviews to access people’s conceptions (Sin,
2010) and a “researcher asks not how well their research outcomes correspond to the
phenomenon as it exists in ‘reality’ but how well they correspond to human experience of the
phenomenon” (Åkerlind, 2012). With the widespread understanding that an interpretative process
can never be objective, the focus on research quality shifts to the suitability of the research
methods given the aims (Åkerlind, ibid).
Two types of validity checks are commonly practiced in phenomenographic research:
•

Communicative, which can be summarized as the researcher’s ability to argue persuasively
for the findings. The search for the “right” interpretation is replaced by one that is
“defensible.” That involves ensuring that the research methods and the final intepretation
are regarded as appropriate by the relevant research community (Åkerlind, ibid).

•

Pragmatic, which can be summarized as whether the findings are useful and meaningful.
The aim of the research becomes to provide useful “knowledge” (defined as the ability to
perform effective actions). Research results may then be judged in terms of the insights
they offer into more effective ways of operating in the world (Åkerlind, ibid).

The reliance on interviews, which are contextual, has been criticized. It’s been argued that instead
of abandoning interviews, researchers be aware of the dangers of using interview data and using
great caution in interpreting, using and drawing conclusions from them (Sin, ibid).
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Another critique of the validity of phenomenographic research is the general assumption of the
congruence of utterances. In other words, there’s no evidence that people mean the same thing
when using the same words or that words do not have different meanings to different individuals.
Caution need to be taken and conclusions should not be drawn merely based on differences in
expression or use of linguistic devices (Sin, ibid).
To counter this, it’s been proposed that researchers need to explore and identify the individual’s
internal relationship between concepts, from the perspective of the individual (Sin, ibid). One way
of doing this is to apply the intentional-expressive approach, which is an interview strategy. It
consists of encouraging the interviewee to reflect on the meaning of an expression. This can be
done by the researcher asking follow-up questions to clarify a term the interviewee has used. The
research should also refrain from introducing new terms or correcting the interviewee (Sin, ibid).

Generalizability
In research, generalizability refers to the extent to which findings in a study, derived from a
sample are representative for the population as a whole. The idea of context-free meanings is
inherited from quantitative research. Some argue that qualitative research deals with complex
phenomena that are highly contextual and lack context-free meanings (Sin, 2010). Another way to
approach this problem is the idea of transferability, which is defined as the extent in which
findings can be used or applied in other contexts, also known as external validity.
Achieving external validity is the responsibility of the researcher by providing sufficient
information for readers and users to determine to what extent the results can be extrapolated and
to make their own judgments with regards to transferability (Sin, ibid).
If the transferability of findings is the motivation of a study, it would be important that the
research design considers the possible contexts and the extent in which the findings can be
usefully applied at the outset of the study. The transferability is also a factor when determining
the scope and selection of participants (Sin, ibid).

Objectivity
Criticism of objectivity of qualitative research commonly raises three issues (Sin, 2010):
•

The interaction between researcher and participants in the research process.

•

The fact that the researcher is not independent of the phenomenon under study.

•

That judgment by the researcher is required, especially in the interpretation of data.

It’s been argued that objectivity is only an issue when the researcher’s influences are ignored. The
more important question is not whether the researcher has influenced the research process but
whether it has been addressed, and if so, how. To counter researcher influence, reflexivity is
recommended. Reflexivity is when a researcher identifies his or her own preconceptions that are
being brought into the research at the outset and then systematically questions at each stage of
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the research process as to how to minimize the effects and whether the effects have been
sufficiently dealt with. The researcher is encouraged to document fully each stage of the research
process to enable readers to make a judgment. Reflexivity is essentially about the researcher
identifying their own preconceptions and taking deliberate and structured measures to to
minimize their influence on the research process. (Sin, ibid).
Issues of data objectivity can be dealt with using the intentional-expressive approach described
earlier. Data obtained through the intentional-expressive approach are objective in the sense that
they reflect the participant’s perspective and understanding of the phenomenon studied (Sin,
ibid).

Reliability
The concept of reliability is commonly defined as the extent to which the findings of a study can
be replicated (Sin, 2010). While this is appropriate for quantitative research methods such as those
using statistical sampling, it may be argued that it is not suitable for qualitative research as one
particular setting may differ from other similar settings (i.e. “grammar school classroom”), or even
change over time. It has been argued that qualitative findings are expected to change over time
why replication is meaningful in order to study change or reexamine an issue rather than
reproducing prior findings.
As for phenomenography, the issue of reliability has been addressed in several ways. Larsson
(1986) argues that phenomenography makes no attempt to establish truth. Its findings are
preliminary in nature and are an attempt to approach truth. A phenomenographic study
performed by another researcher on the same group of individuals will therefore likely result in
similar, but not identical, findings.
Åkerlind (2012) defines reliability as “reflecting the use of appropriate methodological procedures
for ensuring quality and consistency in data interpretations.” She describes two commonly used
forms of reliability checks on the influence of the researcher’s perspective on the research
outcomes, both which require multiple researchers:
•

Coder reliability checks where two researchers independently code all or a sample of a
transcript and compare the categories they arrive at

•

Dialogic reliability check, which involves researchers discussing and critiquing the data and
their respective interpretation in order to reach agreement

Arguments against coder reliability checks include that phenomenography deals with a set of
interview sources and that concepts are arrived at by considering the whole set, not just a single
source.
A way to manage reliability in phenomenographic research is by exercising awareness in the
interpretative process. The researcher should acknowledge and explicitly deal with their own
preconceptions throughout the process. Furthermore, researchers should also set their own
presuppositions and biases aside to engage fully with the participants’ lived experiences to
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comprehend their conceptual meanings (Sin, ibid). In addition, the researcher should also make
their interpretative steps clear to the reader and presenting examples that support them in order
to show how they have adopted a critical attitude towards their own interpretation and analyzed
their own presuppositions (Åkerlind, 2012).

Ethics
Ethical concerns are relevant for all forms of qualitative research and not specific to
phenomenography as the data used is often personal and subjective in nature.
Preserving the anonymity of participants by taking the necessary technological measures such as
encryption and safe data storage are some of the ethical concerns related to qualitative research.
It’s also important to ensure that the interviewees are not being coerced to participate or suffer
penalties for choosing not to.
An equally important aspect is to ensure that participants have beforehand been informed about
the purpose of the study and that consent has been obtained from them. This was part of the
scripted interview set up and was done before each interview began. Each respondent was
informed of the following and asked to confirm their acceptance and consent:
•

The requirement of information: “This interview is being done as part of my bachelor
thesis on how goal managing, effect managing and impact mapping are being used in
practice.”

•

The requirement of consent: “You consent to this interview and you have the right to
cancel the interview and rescind your consent at any time.”

•

The requirement of confidentiality: “The results of this interview will be kept confidential
and answers will be anonymized in case excerpts are used in the thesis”

•

The requirement of use: “The answers you provide will form the foundation of analysis
and in order to answer the research questions.”

In the cases where interviewees have been identified and interview material has been referenced
or quoted, it has been done with their express written consent and they’ve also been asked to
review and confirm that the text is an accurate reflection of their views.
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THEORY
This chapter provides an overview and comparison of some methods used to manage IT projects
towards business benefits. This chapter is based on books, articles and teaching materials and
reflects intended or idealized use rather than actual practice.
As Ottersten, et al. (2004) note, the words “method”, “model” and “framework” are often used
interchangeably and carelessly. Like them, I’ve chosen to use the word “method” to denote all of
them. For definitions of each, please see the Terminology section.

Basic problem
As stated in the introduction, IT projects fail to an alarming degree. Ward and Daniel (2006) note
that while many projects meet time and budget constraints, they often fail to deliver business
value. This is the case for non-IT projects as well. Zwikael and Chih (2014) mention the Los
Angeles Metro and the Sydney cross-city tunnel as examples of projects that have been delivered
efficiently but are still ineffective for the funding organizations. When it comes to IT projects,
Ward and Daniel (2006) argue that the cause for this is that the uses of IT and IS are becoming
more complex and impacts larger parts of the organization as well as external parties.
The cause of the failures is according to most research manifold (Gulla, 2012) and some experts
state that the lack of well-defined outcomes is a key factor (Marr, 2016). However that view is far
from commonplace.
In the 2015 CHAOS Report from the Standish Group (Hastie & Wojewoda, 2015) the key factors
that contribute to project success are listed. Interestingly enough, “Clear Business Objectives” is
rated as the least important factor. In an article (Hastie & Wojewoda, 2015) this fact is being
discussed and how it relates it to the research of Takeushi and Nonaka, who researched how new
knowledge was created in Japanese companies (Nonaka, 2007). The article quotes a Standish
Group spokesperson who agrees with the idea and argues that clearly defined goals can hinder
creating “real value.”
This might seem like a strange idea if taken at face value. However one of the key findings of the
research by Nonaka (Nonaka, 2007) was:
“The centerpiece of the Japanese approach is the recognition that creating new knowledge
is not simply a matter of ‘processing’ objective information. Rather, it depends on tapping
the tacit and often highly subjective insights, intuitions, and hunches of individual
employees and making those insights available for testing and use by the company as a
whole. The key to this process is personal commitment, the employees’ sense of identity
with the enterprise and its mission.”

The issue isn’t setting goals but setting the right kind of goals. Those familiar with the concept of
Commander’s Intent will recognize the theme and the idea of a “Spectrum of Improvisation”
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(Storlie, 2010). In his 2011 book Adapt (Harford, 2011), author and economist Tom Harford relates
how knowledge forms at the forefront in organizations, and not on the conference table in the
executive board room. Harford retells experiences from the U.S. Army and operations in Iraq as
supporting examples stating:
“The key to learning from was not to stick blindly to to the official chain of command but
to subvert it where necessary, not to seek unanimity but to listen to dissenters, and above
all, not to rely on on a top-down strategy but to decentralise and trust that junior officers
would adapt, learning from each other and figuring out the best response to fast-changing
local conditions.” (Harford, 2011)

The conclusion many have drawn (Ward and Daniel, 2006; Fichman and Moses, 1999; Orlikowski
and Hofman, 1997) from this is that successful IT projects depend on setting goals, defining the
why and what but also have the culture and people in place to see to the how. Orlikowski and
Hofman (1997) refer to this as “improvisation” stating that people working in that way are guided
by a “shared set of values and norms, and has access to a known repertoire of rules and resources.”
These insights presented a knowledge vacuum regarding how to plan and manage projects
towards business outcomes. Traditionally, technical design projects had been managed around
constraints (Dalcher and Brodie, 2007) and outcomes defined using requirements and
specifications. Managing a project involved more or less predicting the future years ahead and
make plans that hinged on multiple unknown factors. This was retroactively labelled “waterfall
project management” and has fallen out of favor to so called “agile” practices. The “agile” practices
have helped alleviate some of these issues and reduced the dependency on detailed plans, but they
do not provide guidance when it comes to prioritizing the work to be done to deliver the intended
business benefits of a project.
As a result, several methods came to be. They combine ideas from management science, project
management and usability engineering. Each have a slightly different approach and emphasis.
These methods are the subject of this chapter.

Methods covered by this study
Method

Creators or influencers

Year

Focus

• Effect Managing

Domingues [née
Ottersten], Berndtsson,
Balic (InUse)

2002

Managing projects to deliver their intended
effects.

• Goal Managing

Markensten (Antrop)

2005

Managing projects to deliver their intended
effects overcoming the “gap” between
business and developers.

“Impact methods”
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• Impact Mapping

Adzic (Neuri)

2012

Planning agile development towards impact
through visualization and collaborative
workshops.

PENG

Lundgren, Stigberg,
Dahlgren

1997

Identify, clarify and visualize the benefits of
IT investments.

5 model (FEM)

Lundberg

2004

Discover, manage and follow-up the benefits
of an IT investment over time.

Effects-driven IT
development

Hertzum, Simonsen
(Roskilde Uni.)

2004

Addressing the chasm between buyer and
vendor by systematically and iteratively
discover and capture benefits.

Benefits Management

Ward, Daniel (Cranfield
Uni.)

1997

Organizing and managing IT projects so that
the benefits are realized through changes in
IT and the organization.

Table 3, overview of methods

Timeline

Fig. 1 Timeline of the methods covered and influencing practices, some of which are discussed in this thesis
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Benefits Management
History
Research into what could be done to increase the likelihood that IT projects would generate the
intended business benefits began in the mid ‘90s. That IT could provide business benefits was
clear (Ward & Daniel, 2006) and it could do so at several levels in an organization. The problem
was that those benefits seldom materialized.
To address the limits of existing approaches, an extended research program was undertaken by
the Information Systems Research Centre (ISRC) at Cranfield School of Management, in the UK.
The program lasted three years and born out of it was Benefits Realization Management (BRM), or
Benefits Management for short.
Benefits Management has recently gained considerable attention from project managers since
The Project Management Institute (PMI) has decided to include it in its Portfolio and Program
Management Standards.

Overview
Benefits Management is called a “project management methodology” in the literature. It’s referred
to as Benefits Management or Benefits Realization Management depending on context. Those
terms have slightly different meaning but are often used interchangeably. Ward & Daniel (2006)
define Benefits Management as:
“The process of organizing and managing such that the potential benefits arising from the
use of IS/IT are actually realized.”
Ward and Daniel (2006) describe the changes introduced by Benefits Management using the
following comparison:
From

→

To

Technology delivery

→

Benefits delivery

Value for MONEY – low level task monitoring

→

VALUE for money – benefits tracking

Expenditure proposal – loose linkage to
business needs

→

Business case – integration with business drivers

IT implementation plan

→

Change management plan

Business manager as onlooker/victim

→

Business manager involved and in control

Large set of unfocused functionality

→

IT investment that is sufficient to do the job

Stakeholders ‘subjected to’

→

Stakeholders ‘involved in’

Trained in technology

→

Educated in exploitation of technology – talent
harnessed
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Carry out technology and project audits

→

Obtain business benefits, then review with
learning – leverage more benefits

Table 4, the changes introduced by Benefits Realisation Management, adapted from Ward & Daniel (2006)

The PMI defines BM (anon. Benefits realization management framework, 2016) as an overarching
process consisting of identifying, executing and sustaining.

Four definitions
Benefits (Realization) Management has four broad definitions (anon. Benefits realisation
management, 2016):
•

As an organizational change process (Ward & Daniel, 2006).

•

A set of processes, structured to close the gap between strategy planning and execution by
ensuring the implementation of the most valuable initiatives.

•

As a project management methodology (anon. Benefits realisation management, 2016).

Roles
Benefits Management recognizes the following roles:
•

Business Change Managers (BCMs) who help the Benefits Owners (i.e. the main
beneficiaries) identify, plan and review the expected benefits from the change and project
managers who deliver the reliable capability on time and within budget. (anon. Benefits
realisation management, 2016)

The PMI further recognizes the following roles and definitions (Letavec, 2013):
•

Senior Responsible Owner (SRO, a.k.a. sponsor) who is ultimately accountable for overall
benefits realization. This person is usually a key member of the group sponsoring the
initiative that is tasked with capability creation and benefits realization.

•

Benefit Owners who are responsible for change management activities and ensuring the
realization of a specific benefit.

Process
Benefits Management does not relate to a single established practice but several. The version
described by Ward & Daniel (2006), referred by some as the “Cranfield Process” (Lin &
Pervan;2003 and PMI (anon. Benefits realization management framework, 2016) offers different
views on the Benefits (Realization) Management process why this section will cover both
perspectives together.
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Fig. 2 The five stages of the benefits management realization process, based on Ward & Daniel (2006)

Fig. 3 The three stages of the benefits realization management process according to PMI, adapted from anon.
Benefits realization management framework (2016)

1. Identify and structure benefits
The first step aims to determine what benefits can be realized, and if so, how. PMI refers to this
step as “identify” in their three-step process model.
According to (Ward & Daniel, 2006), this step has several goals: to establish agreed objectives, to
identify potential benefits, to understand the role technology and business changes can play, to
establish ownership, to identify organizational issues, and to produce a business case to determine
whether to go ahead or not.
A key document resulting from this activity is called a benefits dependency network (see Fig. 4).
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Fig. 4 The benefits dependency network graph drawn in the style recommended by Ward & Daniel (2006),
adapted from anon. Benefits realisation management (2016)

2. Plan benefits realization
This step involves developing a comprehensive benefits plan and a business case for the
investment in order to get approval from management (Ward & Daniel, 2006). PMI recognizes
this step as part of the “identify” phase and recommends that a business case is considered as part
of the effort of identifying and planning benefits. Ward and Daniel (ibid) go on to further specify
the contents of a benefits plan and business case.

The Benefits Plan
Ward & Daniel (2006) describes the benefits plan as:
“the set of ‘tables’ that define all the activities, interdependencies, timing and
responsibilities involved in managing the changes and realizing the benefits.”

The benefits plan requires a stakeholder analysis (described by Ward and Daniel, ibid) to be done
first. One of the key deliverables from this process is a stakeholder analysis table mapping out the
view and position of key stakeholders with regards to the proposed change.

Achieving business impact with IT: A qualitative study of the practice and theory of driving change with technology, interaction and service design

33 (145)

Fig. 5 Stakeholder analysis table for a fictitious case (C denotes current view and R denotes the required view
or commitment to the changes), adapted from Ward & Daniel (2006)

A thorough description of the stakeholder analysis is outside the scope of this thesis but it is
described in detail by Ward and Daniel (p. 214, ibid). Once the stakeholder analysis has been
performed, the final details are completed on the benefits plan. The following key questions can
be asked to help in developing a benefits plan:
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Fig. 6 Questions to aid in developing a benefits plan (adapted from Ward & Daniel, 2006)

The tables are referred to as the “benefit” and “change” tables respectively. These have been
partially completed used data from a fictitious case from Ward and Daniel (pp. 162-163, ibid):

Benefit table
Benefit
number and
type and
related
objectives

Benefit
description

B2:
Financial:
O1

B4:
Financial:
O2

Benefit
owners

Dependent
changes and
responsibilities

Measures

Eliminate
Financial
invoice errors Controller

C1 –
Production
Manager

1. Customer
invoice
queries
2. Admin time
on
corrections
and
reconciliation
s

Reduced
Product
costs of stock Managers
holding –
including

C4 –
Production
Planners

1. Stock
holding by
product type
for: a) (RM)

Expected
value (if
applicable)
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inventory
reductions

C5 –
Purchasing
Manager
E3, E4 and E5
– Operations
Direction

raw materials
b) packaging
2. Number of
stock writeoffs

Table 5, Benefit Table

Change table
Change or
enabler
number and
dependent
benefits

Description

Responsibility (and
involvement)

Prerequisite
or consequent
changes

Evidence of
completion

E8,
B7, B9 and
B10

Develop
new KPIs
based on
Balanced
Score Card

Executive
Directors

P: None
C: C6
Implement
performance
management
process

Balanced
Score Card
& KPIs
agreed by
board and
published

C2
B3, B4

Implement
new raw
material
stock
replenishme
nt
algorithms

Purchasing
Manager
and
Product
Managers

P1: E1
Restructure
Stock
Coding
C: None

Tested and
agreed
algorithsm
for all A and
B class
materials

Due date

Resources
required

Table 6, Change Table

The Business Case
The business case motivates the investment and is used to gain management or executive support
and “buy in.” Suggestions for headings in this document include:
•

Business drivers (defined earlier): internal and external.

•

Investment objectives: internal drivers that usually concern competitiveness and
performance.

•

Benefits: the benefits that will be realized by achieving the objectives.

•

Project costs: The expected costs of the investment.

•

Financial project return: The financial benefits compared to the project costs.
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•

Risk analysis: A risk mitigation plan.

The following table has been adapted from Ward and Daniel (ibid):
Do new things
Financial

Quantifiable

B8b: Improved speed and
accuracy of grower returns:
90% reduction on queries

Measurable

B1: Reduce number of
dispatch errors due to
scanning: number of
dispatch errors.

Observable

Do things better

Stop doing things

B3a: Improved production
planning and control:
release 4 FTE planning
staff, cost saving €150,000
p.a.

B2b: Eliminating invoice
errors: release 0.5 FTE staff
in reconciliation, cost
savings €30,000 p.a.
B2a: Eliminating invoice
errors: reduce customer
queries by 90%.

B7: Access to accurate
and timely KPIs and
management information:
less time spent reconciling
MI, more time spent on
decision making and
performance analysis.

Table 7, Sample business case (p.a.: per annum, FTE: full-time equivalent)

Benefits Dependency Network
Ward and Daniel (ibid) provide the following sample benefits dependency network in their book
to illustrate the document. The network provides path forward, visualizing the “how” in order to
achieve the “what” and “why”:
•

The circles in the first column list IS/IT enablers: i.e. the information systems and
technology required to support the realization of the identified benefits.

•

The rectangles in the second column list enabling changes: prerequisites for the benefits
to be delivered such as training in how to use a new system.

•

The rectangles in the third column list business changes: new ways for the organization to
work in the future.

•

What: The rectangles in the fourth column list business benefits: the positive outcome of
the changes, improving the state of the organization

•

Why: The ellipses in the fifth column list investment objectives: they’re ideally be a set of
statements that define the ‘finish line’ or paint a picture of a future success state.
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An example of a benefits dependency network:

Fig. 7 A benefits dependency network for the NHS “Choose and Book” project, enabling patients to make
doctor’s appointments via the Internet, adopted from Ward & Daniel (2006)

3. Execute the benefits plan
The execution step involves carrying out the plan and adjusting it if necessary according to Ward
& Daniel (2006). Activities and progress are being continuously matched against the benefits plan
and the IT technology plan created in the earlier steps.
PMI also refers to this stage as the “execute” stage and recommend a series of questions to be
answered in order to determine progress and what actions to be taken (anon. Benefits realization
management framework, 2016).

4. Review and evaluate results
In their book, Ward & Daniel (2006) state that what differentiates successful from less successful
companies that deploy IT/IS is the management’s resolve to evaluate the investment after
completion. Ward and Daniel report that in a survey from 1996, referenced in their book (Ward &
Daniel, 2006), only 26% of companies reported that they always reviewed projects after
completion to determine whether benefits were delivered.
The so called “benefits review” involves both assessment of the investment itself and
organizational learning and includes determining which planned benefits have been achieved and
which haven’t, as well as determine why (Ward & Daniel, 2006).
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The PMI puts several of these activities under the label of “sustain,” grouping project review and
benefit sustainment into the same phase (anon. Benefits realization management framework,
2016). As to how this is to be done isn’t clear and that has fueled the debate on whose
responsibility BRM truly is in the PMI definition (Diab, 2017). Projects are by definition time
limited and some argue that it is unreasonable to make project managers accountable for
sustained benefits when their role is limited to the project and they’re often not a formal member
of the organization.

5. Establishing the potential for further benefits
The final stage, according to Ward & Daniel (2006), looks forward in order to see what further
improvements are now possible following the project and its associated benefits and changes.
They advise that this should be a creative process, similar to the first step and involve the main
stakeholders from the project and any others who can contribute. Should the organization skip
this review, there’s a risk that available benefits are overlooked according to Ward and Daniel
(ibid).

Deliverables
The Benefits Management methodology produces a range of deliverables, some of which have
been described in the process part of this chapter. Notable deliverables include (according to
Ward & Daniel (2006):
•

The Benefits Dependency Network (fig. 4) linking objectives to changes, providing a “how”
regarding to accomplishing the benefits.

•

The Stakeholder Analysis Table (described in process section).

•

The Benefits Plan, consisting of the benefits and change tables (described in process
section).

•

The Business Case, providing the rationale for an investment, described under Process.
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PENG
History
PENG stands for “prioritering efter nyttogrunder” which translates to “prioritization on the basis
of benefits.” It was developed in 1997 by three Swedish consultants: Göran Lundgren, Lars
Stigberg and Erik Dahlgren. The idea was born from the insight that decision makers in IT
investments are seldom aware of how and where benefits are generated. The creators of PENG
saw a discrepancy between planned and realized benefits. This discrepancy, they argue, is due to
the planned benefits not being realized and that the costs for realization being too high.
PENG is marketed as a “simple and practically usable model for valuing and and evaluating the
benefits of IT.”
It has been used by hundreds of companies, municipalities, hospitals and government agencies.
The designers of the model offer training and certification in the model and its application
(Dahlgren et al., 2003).

Overview
Unlike effect managing and impact mapping, PENG is referred to as a model but even so provides
a formalized method with concrete steps. PENG focuses on valuing all the benefits of an
investment and the analysis phase takes approximately three to four half days and is often done as
part of a pilot study in a project. Benefits in PENG are referred to as “benefit effects” (Sw.
“nyttoeffekter”).
All benefits that are identified are valued in monetary terms, including those that are “soft” or
immaterial such as customer experience or company brand. The creators of the method argue
that monetary value is the lowest common denominator to enable some form of comparison of
benefits, something words alone can’t do. All valuations should be documented to make it
possible to reassess a valuation in case its dependent conditions change (Dahlgren et al., 2003).
PENG includes all benefits, even those that traditional methods consider hard to value (Dahlgren,
et al., 2003). In many projects, the “soft” benefits may make up 50% or more of the total benefits of
an investment, according to the creators of PENG.
The model defines three temporary states. The present “now” (“is”) state, the “zero” state referring
to the time of the implementation and a future “should” state when all benefit effects have been
delivered. PENG is not designed exclusively for IT investments.
The model groups benefits by ease of capture, which are color coded red, yellow and green. Green
benefits are derived from accounting and are immediate. Yellow benefits are indirect gains. Red
benefits are hard to value and as a consequence riskier in the sense that they have a lower
likelihood of being delivered. Costs are color coded blue. They’re displayed in the form of a
“benefit bar” (see fig. 8).
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Fig. 8 The “benefit bar,” used to visualize benefits by type (adapted from Dahlgren, et al., 2003)

The sum of the benefits is labeled “gross benefit.” The difference between the gross benefit and
the costs is referred to as “net benefit.” The so called “benefit factor” is calculated by dividing the
gross benefit with the cost and can be used as an index to compare different investment options.
In addition to “identifying and in monetary terms valuing future or present benefits” PENG also
strengthens “communication between business and IT managers to achieve alignment regarding
what’s important to accomplish, and what’s less important.” In the eyes of PENG, IT projects are
seen as part of a wider change management effort in which the benefits identified by PENG
become change management objectives for the organization as a whole (Dahlgren et al., 2003).

Roles
PENG has no defined roles (save for the PENG leader) but its creators stress certain functions as
particularly important. Valuing the benefits is the most difficult step of the PENG analysis, the
creators argue. They also state that it’s possible to make a good valuation even of the benefits that
are difficult to value. These require subjective judgment which hinges on having access to the
right competence. Picking the right members for the PENG team, led by a certified and trained
PENG coach, is therefore of utmost importance according to the creators (Dahlgren et al., ibid).
Members of the group should ideally possess considerable knowledge of the process being
impacted by the investment. The quality of the analysis is directly influenced by the competence
of the members of this group.
An equally important factor for success, according to the creators, is that the benefits receive the
full backing of the management as well as those who manage the processes impacted by the
investment.

Process
PENG’s so called “base model,” used to perform the PENG analysis, consists of three phases:
1)

Preparation
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2)

Implementation

3)

Quality assurance

Each phase consists of a number of steps, with a total of ten steps. Each step describes specific
tasks to be carried out.
Phase

Steps

1. Preparation

1. Determine purpose
2. Create insight
3. Determine and delimit the object
4. Describe the object

2. Implementation

5. Identify benefit effects
6. Structure benefit effects
7. Value benefit effects
8. Calculate the cost of benefits

3. Quality assurance

9. Classify and assess risks and obstacles
10. Calculate net benefit and establish responsibility for capture

Table 8, The phases and steps of the PENG process

1. Preparation
The preparation pending valuation are usually done by the customer and the person leading the
valuation (referred to as “process leader”).

Step 1: Determine purpose
It’s of utmost importance that a purpose for the benefit valuation is defined. The question
regarding why the benefit valuation is being performed must be answered. The most common
scenarios are valuation of future benefit and valuation of achieved benefit.
The defined purpose should refer to an “object,” this is simply the target of the valuation with
delimited scope so it’s clear whether it’s an entirety or subset that’s being valued.

Step 2: Create insight
The group performing the valuation typically consists of 5 to 8 people. The creators of the PENG
contend that their experience shows that it’s hard to find the right members for this group.
Taking part in the valuation requires competence but also considerable time. Furthermore, at
least two of the group’s members should be in a management position in order to possess the
competence to value the benefit effects. The creators state (Dahlgren et al., 2003) that if a group
with the right members cannot be formed, the valuation should be postponed or cancelled.
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According to them, a group with the wrong composition can product a defective valuation that
does more damage than good.

Fig. 9 When should a PENG analysis be performed? (adapted from Dahlgren et al., 2003)

Step 3: Determine and delimit the object
The object is the investment that analysis is aimed at. The PENG creators contend that “in
principle, all investments can be benefit value” (Dahlgren et al., 2003). They add the caveat that it
must be a real concrete investment. PENG has for the most part been used to benefit value
investments where IT plays a significant role.

Step 4: Describe the object
The creators of PENG stress that the ability to describe the new systems and processes in a
pedagogic way may be crucial for the quality of the analysis. They contend that it’s particularly
important to put the focus on the difference between the new and old since that’s where the
benefits arise.

2. Implementation
The implementation phase consists of the group members performing the benefit valuation and
identifies benefits, structures and values these and calculate the cost of the benefit.

Step 5: Identify the benefit effects
An introduction to the benefit valuation is presented the first time the group convenes. All further
discussion depends on there being a shared understanding regarding it. The group then proceeds
to an individual brainstorming session during which they attempt to come up with as many
benefit effects as possible. Each member documents their effects tersely worded on post-its.

Step 6: Structure the benefit effects
This step consists of the benefit effects written on the post-it notes being organized in a structure.
Notes that are similar are grouped. When the structure is sufficiently complete it should be
possible to read it from left to right using the verb “demands.” For example: “increased patient

Achieving business impact with IT: A qualitative study of the practice and theory of driving change with technology, interaction and service design

43 (145)

benefit” demands “shorter waiting time.” From right to left, the structure is read with the verb
gives: “shorter waiting time” gives “increased patient benefit.”

Fig. 10 The “benefit structure” used to visualize benefits (adapted from Dahlgren, et al. (2003)

Step 7: Value the benefit effects
The point of the analysis is to “measure what can be measured” and “assess the order of
magnitude” for other benefit effects (Dahlgren et al., 2003). Many find this difficult but the
creators of PENG claim that it’s almost always possible to arrive at a valuation that seems
reasonable and the group can agree on. The point is not to achieve accounting-level precision but
to get a sense of the magnitude. The reasoning behind the valuation is a key part of the process
and should also be documented so that the result of the valuation can be reconsidered later
should any of the premises of the valuation change.

Step 8: Calculate the cost of the benefit
The group is rarely responsible for calculating the cost. Typically, the cost has been calculated as
part of the project or someone has been tasked with producing a cost calculation. The creators of
the method emphasize that it’s important that the entire investment is valued and carried as a
cost with amortization and interest, according to the business practices of the organization and
considering the time value of money.

3. Quality assurance
Step 9: Classify and assess risks and obstacles
It’s important to critically scrutinize the valuation, looking for benefit effects that have been
counted twice or overlap referencing the same benefit.
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The benefits are divided into three classes to simplify the benefit analysis:
•

Green: Benefits that directly affect the result. Green benefits are clear-cut and typically easy
to calculate. When they are realized, the benefit will be realized immediately.

•

Yellow: Benefits that indirectly affect the result. Yellow benefits require some form of action
to be realized. Even if this benefit should be realized immediately it may take some time
for it to be noticeable. These benefits are less certain than the green ones.

•

Red: Benefits that are hard to value. These benefits have the highest uncertainty. They may
however play a significant role in the project.

There are no sharp boundaries between the three classes and it boils down to a matter of
judgment on the part of the team to determine which benefit belongs where.

Step 10: Calculate net benefit and establish responsibility for capture
The results of the benefit analysis are displayed in multiple bar charts. These make it easy to
illustrate two concepts:
•

Net benefit: gross benefit minus cost of the benefits.

•

Benefit factor: gross benefit divided by the benefit cost.

The net benefit is a key factor when considering the investment and particularly valuable for
prioritizing when there’s a shortage of resources. The benefit factor can be used to establish a
threshold to allow green-lighting the investment.
According to the PENG creators, benefit analyses performed after the completion of a project
often show that not all the potential benefits have been achieved. One common cause of this is
the lack of a key responsible for capturing the benefits.

Deliverables
A PENG analysis typically result in the following documents:
•

A benefit bar showing annual gross benefit (divided into direct benefit, indirect benefit and
benefit that is difficult to measure), annual cost for the benefit, net benefit (gross benefit
minus cost) and benefit factor. See fig. 8 for an example.

•

A benefit structure, showing the various benefits and their interrelationships. See fig. 10 for
an example.

•

An attachment to the structure describing the various benefits and how the values have been
calculated.

•

A specification of the cost of the benefit, including investments and annual costs.

•

A list of the obstacles that may prevent the benefit from being realized and a list of actions
and measures to eliminate and reduce the obstacles.

•

A list of individuals responsible for the capture for the benefits.
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Effect Managing
This chapter is based on the version of effect managing presented in the 2004 book
“Effektstyrning av IT” (Ottersten et al., 2004), and does not necessarily reflect current practices
and recommendations. Effect managing and effect mapping are now known as impact managing
and impact mapping respectively but this thesis uses the original names for clarity.

History
“I was so frustrated, and so was the whole usability team! Year after year we found that in
every development project where we took part – either as designers or project managers –
the business managers actually believed that just building and shipping features would
make a desired change to the business and its organization. Managers missed that the
features must be carefully defined and designed so that they are valuable and delightful
for users. A feature ‘it must be possible to attach a file’ could be designed well, creating
desired value, or could be designed badly, ending up as minor hell for users.”
– Domingues (2017)
Those were the origins of what in Swedish is known as “effektstyrning,” or “Effect Managing” (as
the term was later translated to in the book "Effect Managing IT" published 2006), according to
Ingrid Domingues, one of its inventors.
In her blog post (Domingues, 2017), Domingues describes how she and her colleagues started
working on visualizing the links between solutions and effects as something that might look like a
mind map to the uninitiated (effect maps follow a strict formalism however). The goal was to help
early stage projects use a map to visualize the intended impact that could be used for planning,
designing and evaluating the solution. They were mainly inspired by tools like Balanced Score
Cards and Benefits Management, and added the perspective of action theory and user experience.
In my interview with Domingues (Domingues, 2015), she stated that the model was originally
referred to as “goal cards” (as described in the 2002 paper, Ottersten, et al., 2002). At the same
time, they realized it would be useful to have a visual version of it, Domingues said.
In 2002, they published a conference paper (Ottersten et al., 2002) and also co-founded InUse, the
experience design agency that also holds the trademarks for the words “Effektkarta” (“effect map”)
and “Effektstyrning” (“effect managing”) in Sweden since 2004.
It was soon obvious to them that these maps had much more “communicative power” than they’d
realized. Domingues said: “Discussions are completely different when you have this [the map].
Things get brought out into the light when you follow the formalisms [of the method]. And it gets
a life of its own. People who have been in these discussions develop a passion for it and do other
things… they will make better designs since they have a different understanding,” she added “they
[effect maps] shape conversations.”
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After a few projects using the model in this early shape, Domingues and her colleagues realized
that it created an opportunity for them to manage effects as consultants. It was at this point that
they applied for trademark protection.
Effect managing is about setting what Domingues calls “actionable metrics” and priorities which
can be used to steer the project during the development process and also after. It turned out that
if you do it during the development process, you also have a fantastic foundation for managing
the system long term (maintenance).
In 2004 the book, “Effektstyrning av IT” (“Effect Managing IT”, Ottersten et al. 2004) was
published. At about the same time, InUse started training others in developing effect maps and
effect managing.
Domingues expressed happiness over seeing so many talking about “impact” (Domingues, 2015).
She said the agile movement understands that it needs to create value, “We can’t keep making
stuff … in the end it’s all about ‘outcome over output’.”
Effect Managing was later rebranded Business Impact Managing and most recently (2012) simply
Impact Mapping.

Overview
“The benefits emerge in the use” is the tagline of the seminal 2004 book “Effektstyrning av IT”
(“Effect Managing IT”) and the core insight of the method (Ottersten, et al., 2004).
A mistake many make is to confuse “effect managing” with “effect mapping,” which are two
different methods involving different activities. Mapping involves defining goals and effects, and
identifying user groups and user needs and building a map reflecting the findings. Managing
refers to the long-term effort of usin g the map as a tool to direct post-launch development, design
and optimization efforts to realize the desired effects. For simplicity and a lack of a collective
name and for the scope of this thesis we’ll refer to the entire process effect managing.
It is based on three ideas:
1)

That the benefits (effects) of an IT investment emerge when the system is being used by
its end users.

2)

That IT projects are undertaken to accomplish some sort of change, called “effect,”
whether it is formally documented or not.

3)

That systems or services, once launched can be managed over time to deliver on the
desired effects using a process called Effect Managing.

It follows logically that to deliver the intended effect, systems need to be designed to encourage
and support use. The key questions that an effect managing effort needs to answer are:
•

Why are we designing/building/developing this system/service?

•

Who can help us create the desired effects?
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Many systems are designed and built without any deeper consideration of how the system will
work in use. Consequently, the systems never deliver the effect intended. Effect managing
provides a process, techniques and a set of roles with specific responsibilities to increase the
likelihood that a system will deliver its intended effects.
Effect managing defines the following concepts:
•

Purpose: The overarching effect of the system in use. This answers: “Why are we
undertaking this?”.

•

Target group(s): The users who will enable the purpose by using the system. This answers:
“Who create the effects?”.

•

Use goals: These goals motivate why the end users interact with the system and constitute
the goals the end users wish to accomplish by using the system. This answers: “What to
the target groups want/need (to do)?”.

•

Actions: The features, functionality and capabilities of the system that allow the end users
to accomplish their goals. This answers: “How does the system/operation need to be
designed?”

•

Metrics: Helps ensure that the intended goals are being accomplished. They are
comparable to KPI’s.

Roles
Effect managing encourages forming an effect management team in the project to ensure the
intended effects are being captured (Ottersten et al., 2004).
The team should consist of:
•

Buyer (or a representative).

•

Effect manager. This role is unique to effect managed projects. The effect manager is
accountable for the product in use which means ensuring smooth deployment and that
it’s being used to sufficient degree that the intended effects arise. The effect manager is
also the person responsible for updating the effect map.

•

Product manager. In effect managing, the product manager is responsible for the product
being designed in such a way that the desired effects arise. They are responsible for
making sure the requirements capture the desired effects and that the design decisions
that are made in the project are based on these.

•

Project manager. Effect managing emphasizes the difference between project and product
management. A project’s quality isn’t necessarily related to the quality of the product or
service it produces. While the project manager ensures the project has sufficient quality
(time, budget and other constraints), the product manager ensures the quality of what it
produces.
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Process
The effect management process consists of three steps (Ottersten et al., 2004). They recommend
that the steps are amended to the existing project management process as discrete decision
points:
1. Confirming the buyer’s expected benefits or gain. This should result in a document describing
the idea and the solution so that they can be used for procuring IT services from a supplier.
1)

Area of improvement defined – an initial description of expected gain for the organization
and the target groups.

2)

Product idea approved – goals and target groups should now be defined.

3)

Requirements regarding quality and roll-out– the requirements regarding technical
quality and use quality have been defined as well as the requirements regarding roll-out.

2. Managing the design of the product. In this stage, the product is being developed or adapted.
The product is usually developed and delivered in well-apportioned parts (modules), that after
testing can be combined into larger units.
1)

Principled solution approved – there’s now a rough design of the user interface that it is
reasonable to believe creates the expected benefit.

2)

Detailed design approved – a detailed user interface design which can reasonably create
the expected benefits is now about to be approved.

3)

Product design (part of the product) approved – a part of the product works and matches
the functional requirements.

3. Evaluating and approving the product. At this stage, the product is being tested in use and other
aspects of quality are being validated as well.
1)

Use quality (part of the product) approved – a part of the product works and matches the
use quality requirements.

2)

Technical quality (part of the product) approved – a part of the product works and
matches the technical quality requirements.

3)

The product is approved – the product as a whole matches all quality requirements.

4)

Roll-out approved – the product has been acceptance tested in production and found not
to have any defects.

Some of these milestones (1-1, 1-2, 3-3 and 3-4) concern the entire product while the others may
concern just parts of the product. Those points can be iterated in projects where development has
been divided into several stages.
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Fig. 11 The effect managing process, adapted from Ottersten, et al. (2004)

Some might react to to this and argue that it is time–consuming to add new milestones to an
existing process. Ottersten et al. (2004) disagree and argue that these decisions are already being
made under present circumstances but in an unstructured manner and not by the project
manager and appointed decision makers.

Deliverables
To apply effect managing, the bare minimum of deliverables includes:

The Effect Map
The effect map provides a helicopter view of the effect managing effort and provides a “north
star” when it comes to prioritizing target groups and requirements. The effect map helps answer
(Ottersten et al., 2004):
•

Why should we build this product?

•

Who are those who can create the desired effects?

•

What do the target groups want and need?

•

How should the product and its supporting operations be designed?

This thesis focuses on similarities between different approaches to managing impact, why the
traditional effect map is more relevant for the purpose of this thesis. The map seen below is based
on Ottersten, et al. (2004). In recent versions of the method, the “how?” level is described in terms
of desired “capabilities” and “functions” (for a discussion, see Adzic, 2015a). For a more up-to-date
version, please see Appendix 2.
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Fig. 12 The 2004 version of the InUse “effect map,” based on Ottersten, et al. (2004)

Purpose
The purpose answers the question: “Why are we building (acquiring or procuring) this IT
product?”
Alternatively: “What effects is the product intended to produce for the organization when it’s
being used?”
Ottersten, et al. (2004) stress that the purpose is written as a single sentence. Several metrics (that
can be validated) can be tied to the sentence. The metrics describe how the desired effects should
be measured. The purpose should describe a desired change. Ottersten et. al (ibid) provide the
following examples:
•

“Increased efficiency in order handling” (a manufacturing industry wishing to develop their
order handling system)

•

“Communicate the value of ABC” (a global company that wishes to influence the impression
that customers and investors have of the company as a manufacturer to being seen as a
full-service company)

Achieving business impact with IT: A qualitative study of the practice and theory of driving change with technology, interaction and service design

51 (145)

Target groups
Target groups are people who have similar needs and expectations on the product. They are
defined based on their behavior, not demographics, experience of using computers, role or what
organization they’re associated with.
A common mistake is to view target groups as personas (Cooper et al., 2007). They are not the
same. A persona can in fact belong to multiple target groups. It’s important to design these based
on the target group analysis findings and from a point of empathy.
The InUse effect mapping teaching material (InUse, no date) recommends that there’s a
descriptive name for the group relating its behavior and that the groups are summarized. In
addition, one may add:
•

A quote that summarizes the group’s motives.

•

The key aspects of each group that influences how the solution is designed.

•

A challenge for each group describing something the project team needs to achieve in
order to make the group super satisfied with the product/service.

•

Data from the target group analysis.

In recent versions of effect managing (Domingues, 2015), target groups are referred to simply as
“users” or “user behaviors” to avoid confusion with the marketing concept of target groups which
may be deeply rooted in a company’s way of viewing the world. The “user” definition used in
effect managing relate to behaviors, not interests, buying power or other characteristics.

Use goals
The use goals describe what different groups of users (or target groups) need or expect (Ottersten
et al. 2004). They also include what needs to happen for the desired effects to emerge. It answers
the question:
“How does the product need to work in order to meet the needs of the users?”
Ottersten, et al. (2004) further stress that “the user’s goals” is not the same as saying “what the
users want.” Basing goals on what users “think” doesn’t suffice. Many things the users take for
granted are never expressed. As humans we assume that certain, basic premises are fulfilled. For a
system designer, these “matters of course,” can come as a complete surprise. The solution to this
problem is to perform target group analysis to understand the users’ use patterns, needs and
expectations.
Each use goal is associated with a target group. Therefore there needs to be at least as many goals
as target groups. It’s common that a group has multiple goals. Key goals have metrics tied to them.
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In their book, Ottersten, et al. (2004) give the following example of a use goal to meet the effect
“increased efficiency in order handling”:
Use goal 1: Order recipients want fewer incomplete orders.
They note that this goal meets a need in the target group “order recipients.” Not all goals are
rooted in user needs. Some are the consequence of requirements that regulatory or necessary to
address known operational issues.
There’s a distinction between goals that start with “want” as they tap into the user’s own drive and
wishes. However, there are situations that require “must” use goals. These are demands from the
organization and not true “use goals.” InUse recommends avoiding these as much as possible and
that the designers instead try and find higher level use goals that motivate these “musts” based on
the user’s needs and goals (InUse, no date).

Metrics
Metrics describe how to determine whether the purpose and the use goals have been achieved.
Measuring isn’t free but takes time and resources, why metrics should only be defined for the
most important effects. The purpose should have as many metrics as the number of different
parameters it describes. Target groups and goal that contribute most to the effects may have one
or more metrics. However, use goals do not need metrics as a rule.
A metric consists of (Ottersten et al., 2004) of three parts:
1)

A parameter judged relevant on the grounds that it indicates whether the organization is
on its way to accomplish the goal. In other words, there needs to be a reasonable causal
relationship between the two.

2)

A measure for the parameter. This should be specific and time-bound.

3)

A means of measuring, on other words a plan for how the measuring should be done.

Ottersten et al. (2004) state that a complete effect map may also contain periodized metrics for
the key goals, allowing the product to be validated as soon as there are parts of the product that
can be tested. The earlier the metrics can be used, the better. They can ideally be tested in
usability testing during the project.
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The 5 model
History
The 5 (referred to as “5M” as in “5 model,” in this thesis) model was created in 2004 by Swedish
consultant David Lundberg. The name is an acronym for the Swedish words “förändring, effekt,
mätning” (change, effect, measurement) and also refers to the 5 tables (the word for five in
Swedish is “fem”), some of the key deliverables of the process.
Lundberg saw that benefit valuations often focused on the financial outcome of the benefits, but
not on how to realize these rather theoretical predictions. This in turn led to considerable
differences between expectations and the eventual outcome.
5M is a comprehensive model with a well-defined process. It has been used and applied by many
companies and organizations, such as E.ON (Lundberg, 2009).

Overview
As noted above, FEM stands for “change, effect and measuring” which are the key principles of the
model. The idea for 5M was born out of a need for a model that didn’t just help assess benefits but
also offering overarching guidance for benefits realization.
Business benefits are essentially about two things: reducing cost and boosting revenue (Lundberg,
2009). There are many ways IT can contribute to this and for an IT effort to succeed, there needs
to be clarity regarding how it contributes to business benefits.
Working with IT and business benefits boils down to two fundamental factors, according to
Lundberg (ibid): calculating the future business benefit so that the organizational goals can be
defined and working in a structured manner to realize these benefits.
The 5M model has several advantages over competing models and methods, according to
Lundberg (ibid):
•

That it offers an integrated perspective and considers the whole when it comes to
realizing, not just measuring, benefits.

•

That it handles both quality and quantity. Hard financial parameters can be combined
with soft factors that are being measured using a set of KPIs in the organization.

•

That it offers tools that increases the traceability of changes to actual operational benefit.

•

That it considers all the costs associated with an effort to prevent benefit from being lost
due to unexpected or hidden costs.

•

That it considers how benefit changes over time and what can be done to extend its
lifespan.

The 5M model is concerned with business benefits. To clarify the concept, Lundberg (ibid) defines
business benefits as a combination of:
•

Cost savings, defined as the difference in cost before and after the rollout of new IT
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•

Increased revenue, defined as revenue before the rollout and after.

•

Qualitative gain, defined as improved in the qualitative KPIs used in the business such as
customer satisfaction, staff turnover and job satisfaction.

•

IT gain, defined as the cost of IT before the rollout and after.

The initial baseline measure is a key concept in 5M. It’s important to gather as much data as
possible early on to make an accurate analysis and being able to show measurable change. By
comparing the items in the list before and after the change, an estimate of the net benefit can be
calculated. This number can then be compared to the cost of the change.
A direct consequence of a change, such as a new intranet, are a set of effects. It should be possible
to confirm and verify the effects of a change. The effects serve as a foundation for realizing the
measurable benefits. The 5M model allows measuring the benefits in financial terms or in key
performance indicators (KPIs) adapted to the benefit measured.
The model consists of three parts:
•

A set of tools to be used during different parts of the process to identify, categorize and
describe the business benefits.

•

A process to guide the work with business benefits, called the business benefit process.

•

Multiple roles accountable for the completion and the results of the sub processes.

Fig. 13 Overview of the parts of 5M (“FEM-modellen”), adapted from Lundberg (2009)

Roles
The 5M model required the following roles to be assigned in order to perform the business benefit
process:
•

The visionary role is particularly important during the benefit effect identification sub
process. The visionary role is critical to how well an effort succeeds over time. Those with
the role of visionary should have enough understanding of the field the effort is made in
while at the same time not be involved at a detail level so as not to miss new
opportunities.
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•

The benefit securer role has a long-term involvement with the work with the business
benefits, stretching over the entire business benefit process. While many IT efforts are
started and conducted with benefits as an outspoken goal, few appoint a role responsible
for securing the benefits. Even though this role may seem natural to many, few actually
appoint a benefit responsible and grant them the needed mandate or assign to them the
duties and tasks required. The securer’s job continues long after the IT projected has
completed and may span years. There may be a need to pass this role on as people change
jobs.

•

The change leader is a role primarily concerned with the business and operational changes.
This role can be staffed by a person recruited from within or outside the organization. A
consultant might offer a unique perspective in this role, but may lack clout with the
organization which can be a hindrance in the change effort.

Process
The 5M process is referred to as the business benefit process and consist of three sub processes
(based on Lundberg, 2009).
1)

Benefit identification
a)

Create an overview of benefit effects

b)

Structure the benefit effects

c)

Verify the benefit effects

d)

Secure traceability

e)

Quantify benefit

f)

Benefit long-term planning

2)

Change initiation

3)

Effect securing

4)

Measurement of goal completion

5)

Benefit lifespan extension

The first step of the process involves producing a rough plan for the future work based on the goal
and direction of the IT effort. At this early stage, there are typically no specific or concrete
thoughts regarding business benefits and just a drive to transform the organization based on some
type of IT. There’s a potential risk of forgetting the benefits at this stage. Lundberg (2009)
recommends considering benefits at this stage despite many things being in flux.
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Possible iterations in the business benefit process

Fig. 14 The business benefit process, adapted from Lundberg (2009)

The five sub processes are usually completed in sequence but it’s also possible to iterate (as shown
in fig. 14).

1. Benefit identification
The first step consists of identifying and mapping the benefits that an IT effort can result in. One
of the outcomes of this step is a benefit plan. The benefit plan is a living document that is
continuously referred to, revised and added to during the remainder of the process.

A. Create an overview of benefit effects
The work begins by identifying areas where benefits can arise as the result of an IT effort. The
potential benefits in each area are then assessed. This is done using a tool called the benefit map,
providing overview of where benefits are likely to materialize. The map is a table, with the
business areas on the Y axis and benefit sources on the X axis.
The list of business areas is typically derived from the organization’s operational divisions or areas
of business. In case this is not a viable approach, a template can be used instead.
The list of benefit sources can be produced using a creative effort such as brain storming and
thinking hats. Alternatively, the discussion can start with predefined sources. Lundberg (2009)
offers several suggestions for sources and questions for exploring them.
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Fig. 15 The benefit map, adapted from Lundberg (2009)

Once the map’s dimensions are agreed the group turns the attention to the intersections of
business areas and benefit sources. For each cell the group considers if the source can be used in
that business area, and if so what it is. Finally, the group attempts to assess the magnitude. If no
benefit is found to exist, the cell is left empty. If a benefit is found, it is described in brief terms
and a plus sign is written in the cell to denote a positive benefit. Benefits may also be negative and
should also be documented, and the cell marked with a minus. Uncertainty or need for more
information can be indicated with a question mark.

Fig. 16 The benefit map with assessments of potential benefits, adapted from Lundberg (2009)
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By analyzing the benefit map, the group can now create a list of benefit effects. Lundberg (2009)
describes a technique for doing that.

B. Structure the benefit effects
This activity aims to organize the benefit effects based on their type to assist in prioritizing them.
This activity makes use of a tool called the benefit matrix. The matrix has two dimensions: how the
benefit arises (either direct and caused by the IT effort or indirect meaning it requires additional
work to materialize), whether the benefit can be calculated in financial terms (the benefit is
referred to as financial or qualitative).
The benefit effects listed in previous steps are mapped on this chart. Each quadrant has different
properties regarding the benefits. These properties are instrumental to managing the benefit.
•

Benefits in quadrant one (Q1) can be valued in financial terms and be realized as a direct
consequence of the effort.

•

Benefits in quadrant two (Q2) are quantifiable but are indirect (require additional work to
be realized).

•

Benefits in quadrant three (Q3) are hard to value and are indirect.

•

Benefits in quadrant four (Q4) are hard to value but may prove important in the future.

Fig. 17 The benefit matrix used to categorize benefit effects, adapted from Lundberg (2009)

C. Verify the benefit effects
This activity aims to analyze the benefit effects that have been identified with regards to
measurability and realizability. These two dimensions are critical for the outcome of the IT effort.
If the effects aren’t realizable they simply won’t have any effect on the organization and if they
cannot be measured, the group needs to consider transforming them to strategical benefits that
cannot be measured objectively.
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The 5M model provides a tool called the realizability matrix which combines these two
dimensions.

Fig. 18 The realizability matrix, adapted from Lundberg (2009)

D. Secure traceability
This activity establishes the link between changes and potential business benefits. So far, the
benefits have only been described briefly without being connected the planned IT effort or how
the benefits are to be calculated. The benefits are transferred to the so called “5” tables. The
benefits used in this activity could have been arrived at through other means than completing the
previous steps such as a pilot study, for example.
A “5” table is based on three elements: change, effect and measuring. The basic principles are:
•

A change can lead to one or many effects.

•

The metric can be linked to one or many effects.

•

The metric can also be linked to multiple changes.
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Fig. 19 The basic design of a “5” table, adapted from Lundberg (2009)

The group may choose to use more than one “5” table. Effects can be divided among the tables
based projects and sub projects of the IT effort or grouped based on type. The activity of filling in
these tables is primarily analytical in nature and requires insight and knowledge of the
organization.
The key feature of the “5” tables is that they provide traceability which is paramount to the quality
of the benefit valuation and the possibility to follow up and evaluate the realization of the
benefits. They also enable analysis and documentation of where the benefit materializes.

Fig. 20 An example of a “5” table with location added, adapted from Lundberg (2009)

E. Quantify benefit
This activity consists of calculating the expected benefit in financial terms or in other relevant
metrics or KPIs such as customer satisfaction or number of complaints. A set of calculation
models are used for this activity.
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The calculation performed depends on the type of benefit:
Absolute relates to direct changes such as reductions in staff, reductions in work hours or
resources needed. Increased revenue is also considered an absolute benefit.
Proportional benefits are based on increases or decreases of a total, in percent. They often relate
how an operation or a process can be made more efficient as a whole. Lundberg (2009) states that
proportional benefits often can be transformed into absolute once there’s more knowledge
available.
Dynamic benefits materialize when resources are more effectively transferred within the
organization. Another way of explaining this is to reduce work-in-progress (WIP). Dynamic
benefit is often perceived as hard to grasp but it can be significant (Lundberg, 2009).
Qualitatively measured benefits are measured in other units than monetary. There’s room for
creativity when coming up with these metrics. This benefit may be hard to express in financial
terms but may have far-reaching positive consequences.
Event-based relates to benefits that occur as negative events happen less frequently in the
organization or benefits related to infrequent but significant events such as acquisitions. Events
are either realized possibilities or risks.
A key to the calculation is to determine their probability and impact. As such, they’re not unlike
traditional risk analysis. The chart below (fig. 21) shows how changes can affect both the
probability and the impact of events.

Fig. 21 Working with event-based benefits requires considering the probability of a given event, adapted from
Lundberg (2009)

Once the benefits have been calculated, it’s important to document the results. The “5” tables
created earlier are used for this. Two columns are added: benefit and responsibility.
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Benefits aren’t “free of charge” and realizing them incurs costs. Costs can be divided into
development costs and rollout costs (Lundberg, 2009). Development costs consist of direct IT
costs (such as licenses, hardware et c) and IT adaption costs (such as configuration, special
development, data conversion and so on). Recurring costs are part of the benefit calculations.
Lundberg (2009) describes the various costs in depth.

F. Benefit long-term planning
This activity aims to describe when the benefit will materialize and how it is expected to develop
over time. It’s generally difficult to predict how a benefit will develop, why Lundberg (2009)
recommends estimating basic time factors that have bearing on the IT effort.
A tool called the realization curve is used for this. Curves should be drawn for all benefits. Benefits
with less impact only need two numbers defined with regards to realization: time until the benefit
materializes (time-to-benefit, TTB) and the half-life of the benefit (BHL). This will give an idea of
how the benefits listed the “5” tables correlate in time.
The curve illustrates two concepts:
•

Time-To-Benefit (TTB) which is defined as the time it takes for the net benefit reach its
maximum in the organization, starting from when the IT effort has been completed.

•

Benefit half-life (BHL) which is defined as how long it’s expected to take until the benefit
has diminished to half of what it was at its peak.

•

The realization curve will guide the follow-up work. Any deviation from the curve should
result in action.

These two numbers can be added to the “5” tables described earlier as two new columns.
Mapping the expected cash flow on the realization curve can provide insight into the company’s
expected financial situation during the rollout. This also helps predict the expected payback time
for the IT effort.
The realization of non-financial benefits can also be done using a similar curve based on KPIs
instead of costs and financial benefits (Lundberg, 2009).
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Fig. 22 A sample realization curve with a cash flow curve, adapted from Lundberg (2009)

2. Change initiation
The first phase of the process aims to explore, identify, document and find ways to measure
benefits. Many companies and organizations only go as far. By doing so they run the risk of not
ensuring that the benefits are being realized.
The “5” tables produced in previous steps contain lists of changes to be performed through the IT
effort that’s been initiated. The changes can now be turned into descriptions for projects and
broken down into work items for the backlog.
The change initiation sub process consists of working out the details of changes and effects, and
implementing the changes. It now falls on the shoulders of the change managers to flesh out the
rather brief descriptions and effects from the “5” tables into something that can be used to bring
about the change.

3. Effect securing
The third sub process aims to follow up the effects arising as a result of the effort. The role of the
effects is to make it possible to verify the presence of the conditions needed for the benefit
realization.
Effects appear rather immediate after a change. Confirming them being present is done by
reviewing the effect column in the “5” table. Lundberg (2009) recommends that this is done at the
formal completion of the IT project when the systems have been in use for some time. This is a
key defining milestone of 5M and can be viewed as the handover point.
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Responsible for changes

➜ Responsible for benefits capture

• Delivers changes

• Approves the platform and confirms effects are
present

• Responsible for estimating and following-up on
costs

• Realizes the desired benefit effects

• Manages the project and any deviations

• Continues monitoring the benefits after changes
have been made

• Provides information for the future
management

• Takes actions in case benefits do not realize

Lundberg (2009) describes the handover process in greater detail and recommends remedial actions for
common problems

4. Measurement of goal completion
The fourth sub process is concerned with reviewing whether the intended benefits were realized.
The review measures the completion of the benefits based on the metrics described in the “5”
tables. Lundberg (2009) recommends that this is done when 80% of the benefits are expected to
have been realized. Waiting too long to perform this review runs the risk of making it impossible
to trace back benefits to changes due to general changes in the organization. Lundberg (2009)
emphasizes the importance of documenting the result of the review so that it can be used to
improve future projects.

5. Benefit lifespan extension
Many benefit-oriented projects end when the final benefit has been measured and documented.
In the 5M model, this is not the final step. The model also covers how the benefits develop over
time. Many IT projects are planned based on present circumstances without considering what
changes the future may bring. The lifespan of the benefit is therefore a crucial aspect when
planning an effort.
In the 5M model, the benefit over time is measured in a recurring fashion. The benefit securers
play a pivotal role in ensuring that the benefits last for as long as planned.

Deliverables
The deliverables in 5M consists of its so called “tools.” These are used to identify, structure and
calculate the benefit of IT. The tools consist of tables, matrices, curves and calculation models.
The tools consist of:
•

The benefit map which provides an overview and helps visualize where benefits can be
realized. See fig. 16 for an example.

•

The benefit matrix which is used to categorize benefits. See fig. 17 for an example.
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•

The realizability matrix, which is used to determine if a benefit can be realized and
measured. See fig. 18 for an example.

•

The “5 tables,” helps verify traceability in the benefit effects that have been identified, from
changes to realized benefit. See fig. 20 for an example.

•

Calculation models, assisting the calculation of benefits and costs in financial terms.

•

The realization curve, which shows when benefits and costs are expected to materialize.
See fig. 22 for an example.
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Effects-driven IT development
History
Effects-driven IT development (or EDIT, for brevity, as it will be referred to from now on) began
as a research project at Roskilde University in Denmark. It was until 2007 part of the
HealthcareIT project and has since 2008 operated within the context of the SourceIT project
(Hertzum & Simonsen, 2011b).
The first paper was published in 2004 (Hertzum & Simonsen, 2004) and was titled “Evidencebased development: a viable approach?”. It explored the idea of using effects as part of contracts
between vendors and buyers of IT systems:
“We are suggesting that the effects of the use of a system should play a prominent role in
the contractual definition of IT projects and that contract fulfilment [sic] should be
determined on the basis of evidence of these effects.” (Hertzum & Simonsen, 2004)
In the paper, the authors outlined their idea as hinging on the preferences (in a format similar to
the Agile Manifesto (Beck et al., no date):
•

Effects over products and processes.

•

Measurements over expectations and estimates.

•

Evidence-based contracts over functionality contracts.

Ideas that influenced the research came from performance-based procurement and objectivebased usability engineering.
The project has carried out many studies since, summarized in Hertzum & Simonsen (2011b).
Over the next ten years the project published 47 articles, videos and presentations (anon. EffectsDriven IT Development: Publications, no date).

Overview
EDIT recognizes that many projects do not produce the effects the customer aims to achieve and
customers view such projects as full or partial failures (Hertzum & Simonsen, 2011a). However, the
vendor may have still fulfilled the contract by delivering the specified system functionality. This
creates a chasm between technical development and organizational implementation which is a
problem for three reasons, according to Hertzum & Simonsen (2011a):
•

Important opportunities and consequences do not emerge until the system is in real use.

•

The process of starting to use a system often results in only partial adoption.

•

Usage of IT systems appears to be central to the effect, in particular long-term effect, on
organizational performance.

EDIT is Hertzum & Simonsen’s (2004) attempt to address this chasm and work in a systematic
fashion toward capturing the benefits of new IT systems. This is done through a sustained focus
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on the effects achieved by users through their adoption and use of a system. The overall idea is
that IT projects can be managed by specifying and assessing desired effects.
Hertzum and Simonsen (2011a) state that the “integration into an instrument for managing IT
projects” is what makes EDIT unique. However, it draws inspiration, ideas, methods, models and
techniques from a large number of other research efforts including Benefits Management,
abstraction hierarchies, prototyping, results-driven incrementalism (Fichman & Moses, 1999),
post-development pilot studies, agile systems development (Beck et al., no date) and performancebased procurement.

Functional specifications and effects
The authors state that two related characteristics of IT projects appear to contribute to the
problem with vendors and customers often disagreeing on whether a project has accomplished
what it set out to do.
First, the relationship between vendor and customer is regulated through a functional
specification. Hertzum and Simonsen (ibid) write that an understanding of users’ needs is
transformed to a specification of system functionality which is used to define the system.
However, it is well known that functional specifications do not reflect user needs. This becomes
especially troublesome, they write, when the determination if the contract has been fulfilled is
based on the functional specification, whereas the customer’s experience of the system concerns
whether it meets the users’ needs.
Secondly, they write, IT projects tend to focus on technical development while underestimating
the importance and complexity of organizational implementation. As a result, many IT projects
end before the desired effects have emerged or before it’s even possible to prove that the effects
are possible.
EDIT addresses this by supplementing additional functional specifications of the system with
specifications of the effects the customer wants to achieve and measurements of whether these
effects are in fact achieved during pilot use of the system.

Building partnerships around effects
EDIT was designed as an instrument for “the management of iterative, participatory and
experimental projects concerning the technical development and organizational implementation
of large, complex systems” (Hertzum & Simonsen, 2011b). It does so by aiming to establish a
strategic partnership characterized by trust, mutual learning and collaboration between customer
and vendor.
The overall idea of EDIT is to specify the purpose of the system in terms of effects that are both
measurable and meaningful to the customer and to systematically assess whether these effects are
achieved. EDIT encourages the use of pilot projects to determine if the effects can be achieved.
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Fig. 23 The effects-driven IT development process entailing a sustained focus on effects, adapted from
Hertzum & Simonsen (2011b)

The effect hierarchy
Examples of effects as defined in EDIT include allowing a physician to complete their ward round
without the presence of a nurse, which makes the ward round more efficient and frees up the
nurse to care for patients. Another example of an effect is the reduction in the clinician’s mental
workload during the daily, cross-disciplinary team conference, which in turn reduces the risk of
errors in the clinicians’ treatment of patients.
EDIT recognizes a hierarchy of effects (see fig. 26) that allows for task-oriented to strategyoriented effects (Hertzum & Simonsen, 2011a). In this hierarchy, high-level effects specify why
effects at lower levels are desirable and effects at lower levels specify how higher-level effects can
be achieved.
The primary focus of EDIT is typically on effects that have a direct influence on the users’ work.
Hertzum and Simonsen (2011a) state that it is so because these effects can be specified most
accurately while high-level political and strategic effects tend to be more indirect and therefore
harder to relate to an IT system in a concrete and measurable way. EDIT also recognizes that
users’ attitudes to a system are paramount for its success. As a consequence, whether the users
agree with the pursued effects and can relate them to their work situation and needs is an
important factor to consider why it’s important to break down higher strategic effects to process
and task effects that directly impact the users.

Roles
EDIT does not formally make any recommendations regarding roles however the research
performed within the project give us clues as to what roles are needed for a successful effectsdriven managed project:
•

Effect manager, the role of the researcher. Facilitates the workshops such as an
introductory one explaining the concept of EDIT, the effects specification workshop and
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workshops required for pilot implementation and effects assessment. The research cases
in Hertzum & Simonsen (2011b) provide further detail of how these workshops were
structured.
•

Customer representatives, tasked with specifying effects and offering feedback. Usually the
project manager along with members of the staff (future users).

•

Configurator, in the pilot phase a technically trained person with domain knowledge
capable of building solutions based on requirements from the customer representatives
using a modularized rapid prototyping or development tool.

•

Technical specialist, capable to building more advanced functionality at the request of the
configurator.

•

Vendor, provides the IT system to be implemented, adapted and deployed.

Process
EDIT is an iterative process with three elements: effects specification, effects realization and
effects assessment:

Fig. 24 The three elements of Effects-driven IT development, adapted from: Hertzum & Simonsen (2011a)

Each of these elements will be explained in greater detail. What’s important to note is that it is an
iterative process that may be completed many times over the course of a project.

1. Effects specification
The first step in undertaking EDIT is to specify and prioritize the desired effects.
Effects are the result of changes. There are benefits but also costs associated with achieving an
effect such as equipment purchases, IT development services, revision of work practices, new staff
competences and other organizational efforts. Hertzum and Simonsen (2011a) stress that any costbenefit analysis related to change that’s made may be specific to a certain stakeholder group due
to the fact that different groups have different responsibilities and tasks.
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Hertzum & Simonsen (2011a) note that it is important to recognize the implementation barriers,
such as lack of time, knowledge, training or disproval of the IT system chosen resulting in work
countering the effort. It also stresses the importance for measures to determine whether the
specified effects have been achieved or if follow-up activities are needed. As a result, it’s necessary
to identify not just the effects but their associated costs, stakeholders, barriers and measures.
EDIT posits that it’s possible to specify effects, and not just in principle but in practice. The steps
involved are identifying, formulating and prioritizing effects. Hertzum & Simonsen (2011a)
recommend that this is done together with users in a participatory design fashion.
To support this process, EDIT recommends thinking of effects as a hierarchy (as described under
Overview). It identifies five levels:
•

Environment, which includes legislation, political demands, standards, market
considerations, competitors et c.

•

Business strategy, which relates to the company-wide strategy adopted by an organization
to achieve good performance.

•

Work tasks by which staff organize their work in collaboration to execute the business
strategy.

•

Work processes through which tasks are concretely performed with the use of IT systems.

•

IT systems, which support staff in performing and successfully completing work processes.

Effects in the hierarchy interrelate as follows:
•

Effects at higher levels specify why effects at lower levels are desirable. An effect present at
this level indicates a need to specify lower-level effects that help accomplish it.

•

Lower-level effects specify how effects at higher levels can be attained. If there are lowerlevel effects that cannot be related to higher level effects, they’re likely redundant.

In this way, any level can be considered a function (“what”), a goal (“why”) for a lower level and a
means (“how”) for a function at a higher level.
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Fig. 25 The effect hierarchy and its interrelations (based on Hertzum & Simonsen, 2011).

Hertzum and Simonsen (2011a) give the example of how national healthcare policies may state
general, agenda-setting effects which in turn influence an individual hospital’s choice of strategic
effects which in turn direct effects concerning the clinical work. Fig. 26 offers such an example.
Effects can be measured with different levels of explicitness depending on their level and the
stakeholder group. Ward and Daniel (2006) describe four levels of explicitness: observable
(judgment based using criteria), measurable (performance can be measured but there are no
targets), quantifiable (measurable and having targets), financial (formula for to convert
improvements to monetary value).

Fig. 26 The effect hierarchy, adapted from Hertzum & Simonsen (2011a) (the magenta double line added by
author to clarify the indication of the arrow)
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2. Effects realization
The realization step involves the development of the system as well as the organizational
implementation (change management). EDIT doesn’t aim to replace existing methods for these
activities but to complement and enhance them. A key requirement for this, according to EDIT, is
the use of pilot implementations.
In the context of EDIT, a pilot implementation is a limited implementation of a system that is
being developed, deployed in its intended environment and using real data (Hertzum & Simonsen,
2011b). The experiences from the pilot implementation are formative and inform the subsequent
work.
Hertzum and Simonsen (2011a) recommend using flexible and configurable systems for pilot
implementations that allow functionality to be built quickly using existing modules. The pilot
should be long enough for the effects to emerge but also short enough to fit within the larger
development project. Pilot implementations are a core technique of EDIT (Hertzum & Simonsen,
2011a) since they cross the charm between development and implementation.

3. Effects assessment
The application of EDIT presupposes the ability to manage IT projects by the presence or absence
of effects (Hertzum & Simonsen, 2011a). This involves using pilot implementations to determine if
planned effects are achieved and allowing emergent effects to appear.
The assessment stage is essential since specification phase may only identify a subset of all
possible desirable effects that can be achieved. It is also likely that some specified effects will not
be realized during the second phase (“slipped effects”) and some may remain absent (“missed
effects”).
Higher level effects typically take longer to materialize and it may be hard to measure those
within the timeframe of a project. Mid to lower level effects will typically appear sooner and be
easier to measure. Hertzum and Simonsen (ibid) reason that it’s possible to deduce the presence
of higher level effects based on the presence of lower level ones. The activity of effects assessment
involves determining the completeness of effects as well as detecting emergent, unspecified, ones.
EDIT provides an effect taxonomy to help with the assessment of effects. It identifies eight types
of effects
•

Planned, a realized beneficial effect. Should be sustained.

•

Adverse, a realized but adverse effect. This effect should be undone or mitigated.

•

Slipped, a beneficial but unrealized effect. Required additional work on effects
specification. Since they were specified, users of the system will be aware of the need for
further work.

•

Avoided adverse, neither beneficial nor realized.

•

Emergent, a realized beneficial effect. Should be sustain through an opportunity-based
activity.
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•

Adverse emergent, a realized but adverse effect. This effect should be undone or mitigated.

•

Missed, a beneficial but unrealized effect. Require renewed work on the effects
specification. But the users have so far been unaware of these so there’s a risk these
remain missed opportunities for benefits.

•

Avoided adverse, neither beneficial nor realized.

Fig. 27 The effect taxonomy (based on Hertzum & Simonsen, 2011a)

Deliverables
Output from EDIT includes:
•

Specified effects documented as defined in the process chapter, complete with
description, stakeholder, measure, target level, present level and barriers.

•

Documented plans for how to follow up and measure planned effects, identify emergent
effects and mitigate adverse effects.

•

Pilot implementations, whether in software or simulated.
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Goal Managing
History
Goal managing was born from the key idea of Erik Markensten’s licentiate thesis, published in
2005 (Markensten, 2005). Markensten called the idea “the gap,” a metaphor that described the
difference in perspective of buyers of IT systems and the vendors supplying them. Markensten
gives credit to his supervisors Henrik Artman and Stefan Holmlid, researchers at the Procurement
Competence Research Project at KTH (Royal Institute of Technology, Stockholm) for “cracking
the idea” (Markensten, 2015).
In his thesis, Markensten proposed the application of UCD (user-centered design) as a means to
identify and specify requirements before development work began:
“…the UCD process could be introduced already at the stage of systems acquisition to aid
acquiring organisations in detailing requirements and making concrete the link between
business goals and particular design decisions.”

His experience was drawn from projects he’d been involved with as a researcher and also from
working as an interaction designer in the user experience agency (Antrop) he’d just started with
some friends.
Interviewing Markensten, he said he’d likely make a different analysis today: “With the agile
approach the procurer plays a more natural role and takes part in prioritizing throughout the
development process” Markensten (2015). He continued: “However in the cases where there’s still
these kinds of waterfall processes when a requirement spec is developed and it’s handed over
there’s still some kind of ‘gap’. Which still might be smaller due to awareness of these issues at all
level of organizations in a different way than ten years ago.”
The procurer’s perspective and role is at the center of Markensten’s 2005 thesis. He said that the
idea to assist procurers and seeing themselves on the procurer’s side while also independent was a
lot clearer at the beginning of his career (at Antrop). These days they work more like a project
team with their customers and suppliers are expected to deliver the best possible project.
While Markensten said that he’s been inspired by effect managing and found the 2002 article
(Ottersten et al., 2002) inspirational, he added that Antrop has worked differently with these
methods compared to InUse. Markensten: “While researching this I recognized I wasn’t
completely dependent on their [Ottersten et al.] way of defining it. I could have my own
definition. And we haven’t worked with it exactly the way they [Ottersten et al. and InUse] want
to, but we have a different approach.”
Markensten noted that many people working for his agency (Antrop) have formerly worked for
Domingues’s (Ottersten) agency (InUse) and vice versa, resulting in cross-pollination of methods
and ideas. The sharing of ideas goes back to 2001 when Markensten recalled he and his cofounders meeting the future to-be-founders of InUse at a conference and having interesting and
entertaining conversations about similar ideas (Markensten, 2015).
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Markensten said that Antrop has less of a defined process for goal managing (compared to effect
managing) and it depends very much on the preferences of the consultant.
As for the future, Markensten saw the goal perspective becoming more pervasive as these issues
are discussed at management level. More and more companies invest in service design to improve
customer experiences and goal management provides an overarching strategy for these initiatives
(Markensten, ibid).

Overview
Goal managing is the name that Antrop gave a set of methods to bridge the gap as described in
Markensten’s 2005 thesis. In the same thesis, Markensten outlines an idea of how UCD could help
bridge that gap and an extension of the role of the user-experience designer to help procurers
determine what to acquire. These ideas came to shape how Antrop eventually worked with these
issues (Markensten, 2015).
The methods and ideas were never set in stone. In the early years, a part of the Antrop onboarding procedure for new hires was to train staff in methods such as personas and goal maps.
But as of now, these ideas have become more widespread and adoption happens through osmosis,
rather than organized promotion (Markensten, 2015). The labor market for usability professionals
hasn’t been that big in Sweden and many people have worked for companies adopting effect
managing and goal managing. Consequently, the two methods are similar and pragmatism has
won over puritanism a long time ago. This makes it hard to define exactly what makes goal
managing different from effect managing, apart from their origins. In practice, the two methods
are very similar and use similar formats and produce the same artifacts. The similarities are so
many that people use the words “effect managing” and “goal managing” interchangeably
(Hammarström, 2014).
This section will therefore focus on the things that can be considered unique to goal managing or
to how Antrop has documented its use (not necessarily applied it). Read alongside the chapter of
effect managing, this will hopefully complement the picture.

The gap
The core problem needing addressing was what Markensten referred to as “the gap,” a conceptual
abyss between procurers and suppliers of IT. Markensten wrote (2005):
“A successful commercial UCD project must bridge the gap between the wishes of the
client, the needs of the users, and the actual business objectives, preferably by satisfying
both users and management.”
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Fig. 28 Levels of system requirements, adapted from Markensten (2005)

In his thesis, Markensten describes how common it is for procuring organizations to only analyze
needs at a business level and then go directly to acquiring the system, thereby “skipping” the gap.
The gap has been a blind spot for many procurers and the consequences have been delayed
projects and unexpected costs. These consequences were often blamed on the end users for not
understanding their own requirements or making late change requests (Markensten, 2005).

User-centered design
The solution Markensten envisioned in his thesis was to apply UCD methods early on to discover
and identify requirements and to understand usage. UCD had several advantages for this purpose.
First of all, UCD allows discovery of what functionality a product should have and why. Secondly,
it helps detailing how the interaction with the functionality should work (Markensten, 2005).
Requirements are usually not understood until something is being used. Use qualities are
properties of the usage and custom-built solutions cannot be “test-driven.” According to
Markensten (ibid), this accounted for many of the failures on acquisitions of tailor-made system.
As also noted by Ottersten, et al. (2002), Markensten made the point that “business value is
generated through usage.”
Markensten proposed an approach that define requirements through use qualities. It begins by
understanding usage and business needs and to integrate these into the requirements
specification that defines what services seem necessary to support. Requirements are gathered
through user interviews, observation and collaboration and analyzed by a skilled designer. In the
next step, focus is on how the system should behave and be designed for the usage and business
goals to be achieved.
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Communicating strategy iteratively
It’s important to note that Markensten devised his approach proposal based on his experience as a
consultant and hence relates primarily to procurement situations. The aim isn’t to redefine UCD
but when it’s introduced in the procurement process.
“By uncovering user needs methodically in a user research phase, it is possible for
procurers to prioritize between business and use requirements. An initial vision of the
future system in use can hereafter be detailed in an iterative design and evaluation phase.
In this way, the UCD process makes it possible for procurers to move more systematically
from abstract business goals to a detailed, and evaluated, systems vision…” – (Markensten,
ibid)

A natural extension is to consider UCD a matter of strategy and a means to connect the business
goals to user needs, making projects “business-motivated but user-driven” to borrow a phrase
from Markensten. The deliverables from the process can be used to communicate requirements
more effectively. This enables the procurer to communicate not only what they require, but how
they prefer it to function and furthermore, why it is important from a business perspective
(Markensten, ibid).

The interaction architect
One of the unique features of goal managing is its origins in Markensten’s research. As explained
earlier, the key points of this 2005 thesis were that UCD could be used to identify requirements
and that user experience professionals could join projects before any code was written to do that
work. In the thesis, Markensten describes a role called the “interaction architect” (henceforth
referred to as “IxA,” my acronym) tasked with eliciting requirements using UCD methods.
The IxA is intended to join the project before any traditional interaction design work is being
done, hence the designation “architect.” The IxA is an architect in the sense as someone who
helps you understand what you need and formulate it in terms understandable by contractors
(Markensten, ibid):
“The responsibility of the Interaction Architect is to secure quality issues of using the
system before a contract with a technical supplier is signed, as well as to monitor the
progress during the systems development.”

The most important competence of the IxA is in user-centered design (UCD). Markensten
suggests that this is best done through an examination of current and prediction of future use of
the system. Something a requirements engineer is rarely suited for since their expertise relates to
technology and not UCD. Markensten also argues that this role should be independent from the
supplier of the system. The reason being that there appears to be problems to maintain objectivity
if the same supplier is responsible for defining requirements as well as fulfilling them and
evaluating the outcome (Markensten, ibid).
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Roles
Goal managing defines a few roles:
•

Interaction architect, being one of the key concepts proposed by Markensten (2005). The
role is defined as securing quality issues of using the system before a contract with a
technical supplier is signed, as well as to monitoring the progress during the systems
development. This person should ideally be skilled in user-centered design and either
work for the procurer or be from an independent firm, not associated with the technical
supplier. This person is trained as a specialist in goal management and will serve as
facilitator for the process.

•

Project manager, as the role is typically defined. This person manages the project on behalf
of the procurer.

•

Procurer, being the representative of the party acquiring a system (either off-the-shelf or
having it tailor-made). The procurer should make several decision makers available to take
part in the goal management effort. Markensten (2005) writes: “The basic idea in the
approach that I advocate is that the acquiring organization should think carefully not only
what services they need but also how they should work in a future use situation.”

•

Supplier, or technical lead, being a representative of the company providing the system,
either off-the-shelf or bespoke.

Process
There are no strict guidelines for how goal management is done (Markensten, 2015) and each
consultant and agency will have adapted the method for their needs and preferences.
Most studies involve more than just producing the map but also include conceptual design work
and deliverables to provide support for the development effort. This may consist of clickable
prototypes, navigation ideas for information architecture or behavioral flows. In Antrop’s case, the
entire study rarely exceeds 3 months. They prefer to avoid producing extensive documentation
and would rather do some study work, and plan the rest to happen alongside the development
effort (Markensten, ibid).
Despite the lack of some formalisms, there are key steps to performing “effect mapping,” which is
the exercise that produces the insights necessary to draw a goal map. However these steps don’t
always happen in the exact order (Markensten, 2015) listed here.

Key steps
1. Orientation
The project begins with the goal management specialist reading up on the project, the company
and the case and designing a plan for the future work.
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2. Stakeholder interviews
With the knowledge of the project, the goal management specialist proceeds to interviewing
stakeholders who are decision makers and influencers. These stakeholders include managers and
employees at the procuring organization.

3. Workshop 1: Goals and metrics
An effective workshop requires the presence of some key roles. It’s important to have a crossfunctional group. The stakeholder interviews will have uncovered who in the organization needs
to be present. The workshop participants could for example consist of a web strategist, internal
decision makers (who can make calls), lead web developer and a facilitator.
A typical workshop agenda:
1)

Establish a goal for the project, answering the question “Why are we doing this project
and what effects are we hoping to see?”. This should express a change that provides clear
business value which everyone present recognizes and agrees on.

2)

Define metrics for the goal with clearly defined ways to measure them.

3)

Form an early hypothesis regarding who the end users are. This will form a persona
hypothesis, allowing the agency (or the party doing the UX work) to recruit individuals to
be interviewed.

Post-it notes and whiteboards are used extensively to document, organize and synthesize ideas.
The outcome of this workshop helps identify end users, carry out a user research study and
produce personas.

4. Target group analysis
This phase relies on the work of an experience user researcher. It consists of performing field
research by collecting the data and drawing the conclusions needed to understand the goals and
needs of the users. A range of methods can be used but interviews seem to be most common
(Markensten, 2015). As with most research, goal management encourages asking open questions
to find out as much as possible and feigning ignorance to learn as much as possible
(Hammarström, 2014).
The results of the field research are compiled into personas. A persona is a description of a
fictitious user representing a group of users (Cooper et al., 2007). This helps designing for a wide
range of needs by grouping similar needs together. Personas are not market segments used in
marketing, since a persona can overlap several market segments. A persona used in goal
management usually lists defining characteristics, needs, goals, communication preferences and
behavioral variables (such as the propensity for sharing content online).

5. Workshop 2: Presentation of personas and use goals
Once the personas have been compiled, the results are presented to the customer. This provides
an opportunity for a “sanity check” to ensure all relevant persona aspects have been covered and
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no critical target groups are missing. It’s not rare that target groups are missed and additional
field research needs to be performed (Markensten, 2015).

6. Draw the map and develop scenarios
With goals, effects, metrics and personas in place it’s time to draw the map. The map connects all
these aspects and show how the needs of a specific group helps accomplish the effect goals. At this
point, scenarios can also be added. These describe use situations and reside on level above the use
tasks or actions.

Fig. 29 A goal map, adapted from Hammarström (2014)

7. Workshop 3: Prioritization
It’s critical to prioritize the items of the map since not all target groups contribute equally to the
goal effects. Some target groups are more important than others. Similarly, some scenarios are
known to be more frequent or have more bearing on the effect goals.
Prioritization can be done by the goal management specialist or by the same group as earlier,
through card sorting or dot-voting in a workshop format.

8. Define actions
The final step of the effect mapping effort is to list the actions that need to be taken. These form
the features or requirements that will be built during implementation.
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For IT projects, these are often written in the form of user stories and usually have the format:
“As a <user> I’d like to <feature> so that I can <need>”.
However to emphasize how the story contributes to the effect goals, the order can be flipped:
“For <effect goal>, as <target group>, with <need>, I can <feature>, within <scenario>”.
Example:
For improved customer service online,
as a paying customer,
with the need to easily find information and services and be compensated for
defects,
I can fill in a complaints form and send it to the contact center,
within my attempt to make a warranty claim.

Adapted from Hammarström (2014).

In a larger project, the map will grow considerably as actions are added. Navigating the structure
may be difficult. Instead, the actions can be written in a spreadsheet, extended with use cases and
linked to specific target groups along with estimates. This can serve as raw data for the project
backlog. The spreadsheet can also be used to programmatically generate maps centered around
target groups or goal effects.

Deliverables
The goal management effort and the associated effect mapping work typically result in:
•

Effect goals: One or a few (ideally not more than three) effect goals defining the desired
change as a result of the project or service, expressed in terms of business value. The effect
goals should have one or several metrics each.

•

Target groups: A list of target groups who will be using the system and help realized the
effect goals.

•

Personas: Personas documenting the target groups, used by developers to make
implementation decisions and by designers as an aid in designing the look and feel.

•

Scenarios: Scenarios describing common settings and background for use. They provide
context for the user stories.

•

Requirements: In the form actions, often written as user stories or use cases that go into
the project backlog and document what needs to be done, built or implemented.

•

Conceptual design: Prototypes, proofs-of-concept or demos that help communicate how
the service or product is intended to work.
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Impact Mapping
History
Of all the methods and models in this thesis, Impact Mapping is the youngest of them all. It’s also
very much a child of its time. It wasn’t born in a vacuum but as a hybrid, the result of several ideas
coalescing in the mind of Gojko Adzic, a consultant based in London. But Adzic isn’t one to take
credit for the works of others. The introduction to his 2012 book, Impact Mapping (Adzic, 2012)
mentions the main people and ideas who have influenced him. The primary inspiration was Effect
Managing which he discovered at the 2010 Øredev conference. He ended up reading “Effect
Managing IT (Ottersten, Balic)” (but didn’t meet Domingues until several years later) (Adzic, 2017).
As a result, Impact mapping was influenced by Effect Managing.
This similarity has caused some confusion among practitioners eager to try working with effects
and impacts (see Domingues, 2017, post comments for an example). To address this, Adzic,
Domingues and Berndtsson co-wrote a paper in 2014 titled “Getting the most out of impact
mapping” (Domingues et al., 2014) explaining the various approaches to working with impacts.
Adzic’s interest in these ideas began in 2009 after having served as the CTO of a startup that had
to close down when it ran out of money (Adzic, 2015b). Adzic said that one of the main lessons
from that experience was that product features can’t just be something that the team comes up
with. It’s too expensive and risky. This put Adzic on the track to find better ways of doing things:
“that’s when I started really trying to kind of research what else is there and what kind of models
people used to… make sure they don’t end up wasting all their money developing stupid stuff.”
(Adzic, 2015b).
But Impact Mapping is about much more than drawing a mind map of stakeholders and targets. It
encourages a form collaboration that isn’t that common. Adzic summarizes it as: “Impact
mapping is a conversation and a planning technique that is focused on achieving particular
business objectives rather than following plans dictated as a set of actions”
The inspiration for this come from many sources. Adzic credits thinkers in human resource
management as well as Prussian military strategists as inspiration. Communicating around goals
is the theme and it’s not a novel concept: “They were not using impact mapping visualizations,
they were doing not doing kind of UX and things like that… they were doing something a little bit
different, but… it’s still something where you know… you read between the lines. You will see the
origins of all these ideas.”
A major inspiration is engineering consultant Tom Gilb, much of whose work has focused on
finding ways to achieve higher clarity and precision in requirements engineering (Gilb, 2015) but
not focused as much on the details of the collaboration aspects. Adzic says: “The big difference
between impact mapping and other competing techniques like Tom Gilb’s work and things like is
that impact mapping is collaborative, it’s visual and it’s fast.” Adzic continues: “It’s not about
somebody sitting down with an Excel spreadsheet for three months and coming up with a perfect
answer. It’s actually about getting people in a room around a whiteboard and helping them get
their opinions out.”
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Another key aspect of impact maps is their visual nature, according to Adzic: “Because it’s visual, it
helps people kind of who think visually, who think spatially to organize their ideas, to group
different things and the way people use these things in particular if they start using mind maps,
it’s incredibly powerful because a mind map is visualization where you can display 7 or 8
dimensions at the same time.”
This doesn’t just make the activity more fun and engaging, it also saves time, according to Adzic,
who says: “One of our clients is a really big investment bank and they started using this as a way
to kind of set out the next milestone for one of the backend products. The comment is that in two
afternoons they kind of had more and more plans that would normally do through several weeks
of kind of planning.”

Overview
“Impact mapping is a strategic planning technique. It prevents organisations from getting lost
while building products and delivering projects, by clearly communicating assumptions, helping
teams align their activities with overall business objectives and make better roadmap decisions”,
that’s how Gojko Adzic (Adzic, 2012) describes Impact Mapping.
Impact Mapping aims to foster collaboration and provides a framework for a meeting format that
encourages cross-functional teams to quickly lay out a direction ahead and execute in it. Impact
Mapping focuses on business goals to lay out the direction of the work but limits the scope to the
objectives of the project and the team, not involving corporate strategy as a rule.
Its key features are:
•

It’s based on collaboration and interaction. It is significantly less bureaucratic and much
easier to apply than many alternatives. In encourages participation of people from
different backgrounds, whether development, design or business.

•

It visualizes assumptions which puts them under scrutiny. As a result, it helps teams to
make better decisions in rapidly changing environments such as IT. The method is highly
visual which results in more effective meetings and encourages big-picture thinking,
which helps build organizational alignment.

•

It is fast. As testified by Adzic in an interview (Adzic, 2015b), impact mapping allows
companies to do in days what would normally take weeks. This makes it a good fit with
the short iterative delivery models that are now becoming common in software
development.

•

It considers users important in planning but rather than basing decisions on user needs,
users are seen as stakeholders than may influence the desired outcome positively or
negatively. The task of the team using impact mapping to plan their software becomes to
strategically encourage and discourage specific user behavior.

The technique (as Gojko Adzic prefers to refer to it as, Adzic, 2015b), starts with four basic
questions (Adzic, 2012):
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•

Why? Why are we doing this? This results in a definition of purpose.

•

Who? Whose behavior do we want to impact? Who can produce the desired effect? Who
can obstruct it? Who are the consumers or users of our product? Who will be impacted by
it? This lets us define who the actors are.

•

How? How should our actors' behavior change? How can they help us to achieve the goal?
How can they obstruct or prevent us from succeeding? These are the impacts we’re trying
to create.

•

What? What can we do, as an organization or a delivery team, to support the required
impacts? These are the deliverables, which are software features or organizational
activities.

Roles
Impact Mapping doesn’t prescribe any specific roles but according to its creator, Gojko Adzic, it’s
good to have the following present at the workshops to have a good discussion (Adzic, 2017):
•

Senior business decision makers.

•

Senior delivery people such as those involved in technology, UX, testing or analytics.

In his book (Adzic, 2012), Adzic advises:
“To get the most out of impact mapping, work in groups with senior technical and
business people. When a group of people approaches the same problem from different
perspectives, we leverage the wisdom of crowds, and obtain good results much sooner
than if a single person creates the map. The group also gets the additional benefit of
shared understanding of goals and assumptions, enabling them to plan and prioritise
more effectively.”

Process
The mapping process consists of two phases: preparations and drawing the map. These phases are
usually planned as two separate workshops. They’re explained briefly here for the sake of brevity.
For an in-depth description of how to carry out a series of impact mapping workshop, please see
Gojko Adzic’s “Open Impact Mapping Workshop”: https://github.com/impactmapping/openimpact-mapping-workshop/

Workshop 1: Preparation
The goal of the first workshop is to produce a clear mission statement. It consists of the following
steps:
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1. Discovering real goals
In his book, Adzic notes that “something in human psychology makes us come up with features as
solutions” (Adzic, 2012). People in business roles will often suggest features rather than talking
about objectives. These features are usually not the best since individuals in business roles seldom
have knowledge of what can or should be done when it comes to implementation.
It’s better to focus on business objectives so that solutions can be reviewed and replaced when
there are better options available (Adzic, 2015a). These objectives take the form of a mission
statement. Adzic recommends that the group identifies goals which are then written on a
whiteboard. These can then be compared. It’s important to reach agreement on scope and the
number of goals per project. Adzic recommends one goal per milestone.

2. Defining good measurements
Defining how to measure a goal will steer the discussion towards priorities and what’s viable or
possible (Adzic, 2012). Adzic recommends measurements to include information on what will be
measured (“scale”), how it will be measured (“meter”), what the current situation is like
(“benchmark”), the minimum acceptable value or break-even (“constraint”) and the desired value
(“target”). Clearly defining and discussing measurements can add focus and reduce the number of
goals by 70% (Adzic, ibid).
Adzic emphasizes that the group doesn’t need to have all the numbers in place at this point but
can use the time between this and the next workshop to find them out. He also warns against
measuring what’s easy to measure rather than what’s meaningful. Similarly, so called “vanity
measures” that have no real bearing on the intended goal need to be avoided (Ries, 2011).

3. Planning the first milestone
At this point it’s important to prioritize and reach agreement on what needs to be done first. It’s
generally better to focus on one objective at a time and fulfill it than to partially fulfill multiple
objectives since circumstances may change as the project progresses, Adzic advises (ibid).
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Milestones can list multiple goals. Adzic (ibid) gives the following example:
Milestone 1: More players, no negative impact on retention, 100% increase in IT costs permitted if
needed
More players in 6
months

Operational costs

Player retention

Scale

# Monthly active players Hosting costs + ops
salaries

% Of players coming
back 1 week after signup

Meter

Game database

Financial accounts

Game database

Benchmark

350,000

$50,000

32%

Constraints

800,000

$100,000

32%

Target

1,000,000

$50,000

32%

Table 9, Sample impact mapping milestone

Workshop 2: Mapping
Once the mission and milestones have been defined, it’s time to discover how to accomplish
them.

1. Drawing the map skeleton
The skeleton is drawn by the first milestone being placed in the center of the map and connected
to a few high-level deliverables. Throwing some actors, impacts and deliverables will foster
discussion and inspire the participants to consider alternatives (Adzic, ibid).
For groups that have a list of features prepared, Adzic (ibid) recommends picking a few of the
most important ones and map them on the wall.
Adzic recommends scrutinizing the impacts and actors in the map by asking questions like: “Is it
realistic that the feature will contribute to the impact?”, “Is the impact valid for the actor?”, “Will
the impact really contribute to achieving the goal?”.
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Fig. 30 A sample impact map, adapted from Adzic (2012)

2. Finding alternatives
Once there’s a structure in place, the goal is to find as many alternatives to accomplishing the
impacts. Adzic (2012) compares this to the divergent phase in design thinking when ideas can
flow, free of criticism.

Fig. 31 The map from earlier with alternatives added, adapted from Adzic (2012)

3. Identifying key priorities
With so many options, it’s time to narrow down what to focus on. Adzic (ibid) compares this to
the convergent thinking phase in design thinking and advises the following:
•

Looking for constraints and obstructions that prevent the project from being started.

•

Identifying “low-hanging fruit” that is easy to implement but yields high return.

•

Seeing if there are assumptions that need to be tested.
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Adzic recommends asking the business sponsors present to prioritize the impacts in the map and
suggests using Kano models to determine the desirability of features.

4. Building, measuring and learning
With goals, actors and impacts in place it’s time to focus on what will be built or done. The so
called “deliverables” are on the third level of the map. Adzic (ibid) notes that while we’re
sometimes right from the start, often we aren’t. The third level deliverables can be tested for a set
time, a day or a week to find the best way to achieve an impact.
Adzic (ibid) recommends asking the following questions to have a rewarding discussion about
deliverables:
•

What is the simplest way to support this activity? What else could we do?

•

If we're unsure about the assumption, what is the simplest way to test it?

•

Could we test it without software?

•

Could we start earning with a partly manual process?

The map isn’t a static document but is intended to be re-visited and its components re-evaluated
based on metrics. Deliverables that that do not produce results hint at invalid assumptions. It
might be that players aren’t interested in inviting friends, if so the “invite friends” impact might be
invalid, or perhaps it’s just the deliverable that’s wrong. This way the map can be used to
formulate and test experiments and determine if a given strategy is working (Adzic, ibid).

Fig. 32 The map from earlier with deliverables added, adapted from Adzic (2012)

Deliverables
A series of Impact Mapping workshops will result in a set of deliverables that document the work
and which can be used to review progress towards targets. They typically consist of:
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•

Mission statement: This should be short and concise and something everyone agrees on. In
his book, Adzic uses the fictitious mission statement “1M players” (one million players) for
an online gaming company wishing to grow their player base (Adzic, 2012).

•

Measurements: Metrics that can be obtained in a consistent manner to determine progress
towards a goal. Measurements consist of a scale, meter, benchmark, constraint and target
(explained under Process).

•

Milestones: These consist of one or more goals with measurements to describe a desired or
acceptable state after the implementation of one or several deliverables (explained in
Process).

•

Impact map, with a center node consisting of a mission statement, first level consisting of
actors, second of impacts and third and beyond of deliverables.
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RESULTS
Survey
The survey received eight responses. Seven of the responses were by UX and IT professionals
working directly with an impact method. Titles of the respondents included “UX design”, “UX
strategist” and “service designer.”
A majority (88%) of the respondents had been using a version of one of the impact methods for 5
years or more. Impact mapping was the most popular method of the three. It was also clear that
usage is frequent since a majority (71%) stated they’d used the method within the past six months.
Respondents were asked to choose their work tasks from a multiple-choice list. The majority of
the respondents (63%) worked with UX-related tasks.
Pct. (%) Count (n)
Graphic design of user interfaces, apps or websites

25%

2

Interaction design and creator of scenarios, flows, wireframes and prototypes

75%

6

Usability and evaluation/testing of different solutions and designer for improved user 75%
experience and user support

6

Information architecture to make information more accessible, searchable and
understandable

75%

6

User studies through interviews, focus groups and surveys

63%

5

Management and steering of projects towards expected user benefits

75%

6

Programming of user interfaces and interactivity.

25%

2

Other

25%

2

Table 10, frequency of answers to the question “What tasks do you perform as part of your role?”, translated
from Swedish

A series of open questions followed, allowing the respondents to describe in their own words how
the methods were used. These responses have been translated from Swedish and can be found in
Appendix 4.
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Interviews
Themes
The outcome of the thematic analysis of the interview transcripts resulted in the following
themes.

Before impact methods
Working with impacts, whether it’s called impact mapping, goal managing or effect managing is
by many perceived as rather different from the way they used to work before. When asked how
they used to work before, participants responded that work had been more “ad-hoc” (less
consistency), feature-focused or technology-driven. End users’ perspectives were considered but
actual user research was rarely done. Instead many consultants and agencies relied on their clients
knowing what their end users needed and wanted.
One interviewee recalled his days working for a government agency as:
“Well it’s kind of engineer-managed on the whole. It’s fun to talk solutions when you do it
there and then we do something, a little bit just to motivate why this is a good idea. But
we are going to build it either way, regardless if it’s a good idea or not because this was the
cool technology right then.”
Excerpt 1, translated from Swedish

Another consultant recalled how they used to run workshops but didn’t involve or query end
users:
“But we did this [focus on impacts] completely internally with the customer. We didn’t
talk to end users back then, as a rule. But we did talk… we sat in a workshop with the
customer. We defined effect goals, target groups… ehm… then we look at the next step.
So, we have a question regarding what information should be present on the website or in
the solution. And we started with a draft, it sorts of became the foundation of an
information structure.”
Excerpt 2, translated from Swedish

Another interviewee recalled that before impact mapping was introduced, the business and
technology sides were “completely disjointed” and “disconnected”:
“There was no product group at all. There was not really that kind of… there’s no
replacing for product owners or product managers or any like in… in engineering… as
there’s not… no thinking that way. So… they talked basically through like ‘oh my god,
build this thing really fast’ and the devs we like ‘uh… don’t distract me from building my
database solution’ you know. So… then… they get upset about that… they build something
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really fast and go back to building the databases. So, there’s really a complete
disconnection between the software building and then the… products we’re trying to sell.”
Excerpt 3

Advantages of impact methods
Over the course of the interviews, a theme related to what the interviewees thought about the
advantages of impact methods, became evident.
The advantages bestowed by impact mappings, that the interviewees saw, can be summarized into
three broad categories as:

1. Bringing out people’s potential
A major benefit using impact mapping, effect managing and goal managing is that these methods
strengthen teams and people working together. The interviews provided several examples of this
divided into three main categories that build on each other.
Supporting collaboration and inclusivity (purpose): Numerous examples were given on how teams
could easily collaborate when using these methods despite having vastly different perspectives.
One of the interviewees managed a project with a team of highly skilled developers who had
previously worked independently and by themselves. This team was highly respected but also seen
by some as difficult to approach: “‘Cause no one understands them, they don’t understand you.”
After introducing impact mapping and tracking the backlog and features to their overarching
goals, the team became more integral with the other teams and started working differently:
“So, the guys started all helping each other and pretty soon you saw all the guys started
sitting two by two’s and… pair-programming and… it really like kinda changed in that
team. And then um… they ended up defining for themselves, with… I helped a little, but
really this was really driven from them, like defining, what are the goals to this team, what
are we trying to achieve as a team so they started like thinking about goals. The whole,
this whole, team. So, by the time I left the team they had like this, their whole wall, like
‘these are our five goals we want to achieve this year’ and it was really transformational for
them. “
Excerpt 4

Creating alignment: One of the consequences of the improved collaboration was that there was
better alignment. Functional “silos” were at least during some of the time disregarded. As one
interviewee said commenting on a major effort that was possible thanks to bringing several
perspectives together:
“So we used that as a basis for how to solve the problems that were for the whole system
to scale it and we focused on one impact, we’re like ‘what impact here is the biggest
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problem we’re facing on’ and all the devs, and business people, all agreed like ‘this is gonna
be the biggest impact’, so we focused on that one and then, whole the team moved and
started working on this… this new thing.”
Excerpt 5

Becoming more proactive: As a result of seeing the bigger picture, team members became more
proactive.
“It’s easy for a team to become purely reactive. I say we have a lot of work to do. I think
impact mapping can help them become proactive. They can choose what goals they’re
trying to achieve and then understand what they’re trying to achieve instead of just being
like you know someone at the company or some customer complains and you… that
becomes a bug which goes on top of the backlog with fixes today. Instead we’re
proactively trying to find what goals we’re trying to accomplish for the next quarter, for
the next year and then you know… impact map* towards those.“
Excerpt 6

* The attentive reader will notice that the interviewee used “impact map” as a verb to describe the
process of deriving deliverables/features from higher goals.

2. Doing the right things
Wow versus hygiene factors: Impact maps can be used to tell “hygiene factors” from “wow factors
by classifying deliverables into “necessary/base functionality”, “expected/requested functionality”
and “attractive/unspoken functionality.” One of the interviewees expressed that this is one of the
best features of effect managing:
“And then there are lots of hygiene factors that we have to do anyway but for that we can
look at other solutions on the market and copy what seems to work for them. But what
makes us stand out? What makes our product take off? That’s what we need to find with
some kind of insight into, both based on what we want to accomplish and some insights
at this point, It’s what will make the difference if we find the perfect solution which
makes those [user group] love us. Then we’ll find a lot of hygiene factors that make them
not hate us.”
Excerpt 7, translated from Swedish

Fewer defects and bugs: One of the results of the proactive teamwork described earlier was a
considerable reduction in defects (bugs), seemingly as a result of having a better understanding of
the business and the user behavior:
“But I found also that teams that were building their product… of they have actually
considerably less bugs because they were actually solving a problem, not solving a
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technical problem and ignoring the business cases. So the teams that I’m generally
nowadays have almost never a large number of bugs in them… It’s not universal and there
are still bugs but… but they do less bugs because they’re focused on the actual end user
behavior.“
Excerpt 8

Cost/benefit analysis: The way that these maps make value extremely clear also allows for
effective cost-benefit analyses. Deliverables in the map can be cost-estimated and weighed against
the business value of the impacts/effects/goals.
Used for retainer work planning: Effects and impact take time to materialize, which might be the
Achilles’s heel of these methods. That might not always be a problem, however. More and more
agencies and consultants offer their services on retainer basis and follow-up with their clients
over time, measuring impacts and developing strategies and tactics to accomplished unfulfilled
ones and optimizing those showing results.
As one interviewee said:
“But once we have delivered a projected and have entered the maintenance phase, then we
work in two ways. One part, the reactive maintenance, it’s more about support issues. But
the other part, it’s the proactive maintenance which we take part in. Together with the
customer, we establish a form of meeting we call ‘web council’. The interval varies
depending on the customer… These meetings start from the effect goals and the effect
map, so to say. This way we work with the effect goals and help the customer measure…
The rule is that it’s the most prioritized goals that are measured and optimized first.
Which means gaining insights and suggest actions, based on the insights… We use the
effect goals and the map throughout the maintenance phase.”
Excerpt 9, translated from Swedish

Build user stories: Perhaps one of the most persuasive features of the “chain of reasoning” offered
by these maps is how they can be translated into user stories. An interviewee explains:
A big jump for me when I discovered impact mapping was realizing how you can take an
impact map and transform it into a series of user stories, right? You saw if it says, if your
actor is <role>*, want an impact of, you know… <need>* and deliverable, give ‘em in, I
want a <deliverable>*. Then… that can turn into a user story, “as a <role>* I want a
<deliverable>* so that I know what I have to <need>*”, right? And then vice versa too. I
can take lots of user stories which before was this flat long list and turn it into something
that’s visual and people can interact with. To me that was really the transformation. That
caused that transformation.”

Excerpt 10
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* The actual nouns have omitted for privacy reasons.
Prioritization and backlog planning: A challenge in many projects is knowing what to build
when. While scrum encourages prioritizing the backlog based on business value, no
recommendations are made regarding how to determine that value. As a result, many backlogs
look like what one interviewee described:

“When is deadline? How many developer hours do we have until then? Here’s something
that takes 40 hours to develop… sure, that we can do. Not, that was the reasonable thing
to build or to give the product some kind of consistency. Rather, this is what managed to
do and then there are like 40 pages with Excel spreadsheets where everything has the
same priority, more or less. And it doesn’t matter what order we do things in since we
have all the time in the world.”
Excerpt 11, translated from Swedish

If circumstances allow teams to take the time to deliver, prioritization may be perceived as an
unnecessary exercise. But in most cases, backlogs need to be prioritized and prioritization can
offer insights too, as one interviewee gave an example of:

“…we had this list of like you know 300 tickets in technical terms. We understood the
thing, the products, so we actually wrote them in terms of user stories each thing. Every
single one of them. Then we mapped it out and made a huge impact map covering the
entire wall. And we like looked at it and we’re like… ‘well half these stories, we’re doing
this because, of this flawed concept, we think that we’re doing this thing,’ so we’re like ‘kill
this impact’ and it killed half the entire backlog of this team of 15 developers… And it
saved years of uh… development time. Easily. So that’s when <colleague> and I was like,
‘this is incredible, this is a huge tool that we would’ve never been able to solve if we hadn’t
looked at it in this kind of…’”
Excerpt 12

The reason maps can help with prioritization is because they also show how deliverables are
connected. Most backlogs are one-dimensional lists. Impact maps are non-linear which offers
several advantages, as one interviewee explained:
“That’s a linear view and doesn’t show how how these [user] stories are connected anyway.
Right. Like a story. A list of a thousand stories… a hundred stories… let’s say even twenty
stories. It’s hard to parse that unless you know it really well already. What you can do with
that list. Um… but if you see an impact map you see immediately where… how these
effect… how these are related. Maybe it’s two stories, they’re both solving the same
problem and you only to hav… solve one of them to get there. Or you… if you don’t do this
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one thing. This one impact you don’t care about this whole set of this user stories maybe.
Right… I think that that’s what you don’t see on a linear backlog…“
Excerpt 13

3. Making strategy actionable
Even the most well-thought out strategy can be hard to implement. In the interviews, several
examples were given of how maps and impact methods helped making strategy actionable. The
explanatory power of these maps is hard to overstate.
One of the persons interviewed told a story of how they’d mapped out a large technical project.
When showing the map to the team, their reactions were: “this is like a map of our minds” and
“this is a map of my brain, this is incredible.”
The chain-of-reasoning (connecting deliverables and actions to strategic goals) is a strong feature
of impact maps. A designer that was interviewed explained how they handled customers who
insisted on features during workshops. Their perspective was simple: if there’s nothing to “hang it
onto,” it’s not going on the map. By that meaning that unless the feature served a user group or a
goal, it wasn’t necessary.
Communication: A very common scenario that many retold was how maps were posted in shared
spaces to remind teams of the overarching purpose of what they were working on. One of the
person interviewed told this story:
“A customer we did a project for some three years ago… We were there now in a
completely different context and interviewed people. And they had the old map posted.
My colleague asked: ‘but is… is it still up-to-date?’, ‘no, it’s not, but it has so many good
qualities that are still important for our solution’.”
Excerpt 14, translated from Swedish

Telling a story: The map can also be seen as a narrative tool, telling stories about individual users
through the perspectives of personas/user groups and scenarios. More than one designer referred
to maps as “telling stories.” Some designers preferred adding scenarios to the maps to make the
stories even more detailed and compelling. The storytelling feature was for many a strong
advantage when communicating with stakeholders and decision-makers as it made the map more
relatable and compelling.

Impact method differences
Something that soon becomes evident when studying these methods is that each method (impact
mapping, effect managing and goal managing) have been designed for its own purpose. They also
come from different starting points and perspectives on what’s important.
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That said, many of those talked to professed to having a pragmatic approach and didn’t follow any
“doctrine” with regards to impact maps, impact managing and related methods.
Despite that, this is an attempt to synthesize what these practitioners have said during the
interviews. These are the opinions of those interviewed. This can be contrasted to the theory
chapter which relates the formal definitions.
Impact mapping (IM)

Effect managing (EM)

Goal managing (GM)

Suitable for

Assumption validation
MVP roadmap
Agile
Projects
Applications
Portfolio management
Change management

Projects
Applications
Intentionally not
intended for change
management

As an overarching
method
Service design projects
Projects

Used by

Favored by agile
organizations willing
and able to make fast
bets and iterate quickly
*

Favored by
organizations that
prefer well-defined
procedure and diligent
user research *

Favored by same as EM
but in addition, used for
service design, not only
development of digital
services or applications

Defining characteristics

Fast and iterative,
focuses on cross-team
collaboration and
alignment rather than
accuracy and prediction

Provides a relatively
strict formalism and
conventions that enable
practitioners to model,
predict and evaluate
outcomes

More loosely defined
and based on ideas from
service design,
considering user
journeys and scenarios

Business goals

Multiple goals

A single “purpose”
strongly recommended
(multiple effect goals
allowed)

One or several business
goals

Metrics

Several metrics,
accounting for changes
over time, inspired by
Planguage

Fundamental to method Fundamental to method
but makes no specific
but not documented
recommendations

User modeling

“Flippant approach” to
user-centered design
Can be seen as
advocating
“manipulating users”

User groups or just
“users,” modelled
around behavior

Frequently uses
personas with multiple
dimensions

Stakeholders

Takes stakeholders into
account

Does not consider
stakeholders

Considers stakeholders
through “secondary
personas” and “shadow
personas”

Scenarios

No

No

Frequently used

Achieving business impact with IT: A qualitative study of the practice and theory of driving change with technology, interaction and service design

98 (145)

Structure

Organic
Less work up-front

Traditionally based on
pilot study work

Pilot study or iterative
with user research done
in parallel with
implementation

Comments

"Throw shit on the wall
and see if it sticks"
Appears deceptively
simple
Organic
Feels more modern
Considers
strategy/business value

EM/GM almost same
A “diplomatic” term that
method, different
few will argue with
names due to trademark
Lacks usable
documentation/handbo
ok
Documentation-heavy
Can be seen as a
subtype of GM
Easier to use

Table 11, Method differences table (Planguage: Gilb & Brodie, 2006)

* For an in-depth discussion, see the article “Getting the most out of impact mapping”
(Domingues, et al., 2014)

Sharing, learning and teaching
When practitioners are asked how they learned impact methods, answers vary. One of the reasons
for this thesis was to document work practices that had not been formally recorded. Much of the
literature on working with impacts is intentionally brief according to the authors interviewed.
The books have been intended for decision-makers to take the leap and spearhead adoption,
rather than give actual method users concrete instructions. Learning has had to take place in
other forms and at other venues than what’s formally expected. Practitioners are often teachers
themselves and do not just apply these methods but need to be able to help others adopt them, if
just to recognize their value and potential.

Conferences
Some of the companies using impact methods have taken upon themselves to ensure that
knowledge of the practical application spreads internally. One way of doing this is to organize
internal conferences during which method users can meet and share experiences.
“In particular when we were relatively new users of the method, the first years, we
gathered those who works in these projects… project managers, strategists, interaction
designers to a more conference-like where we stayed, even overnight. You stayed until
lunch if you were there for two days and worked on ‘What have we learned from the
method? How is it suited? Do we need to adapt something?’”
Excerpt 15, translated from Swedish
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Advocacy and adoption
Some of those interviewed report having to actively campaign for impact methods in the
companies where they work. It ranges from running presentations, providing training to actively
involving as many others as possible. As one of those interviewed said when answering the
question “What is the best to get listened to?”: “Involving people in the work. That’s the best way.”
Another recurring sentiment was that names are powerful. Referring to a named method or
model when communicating with others was more persuasive:
“You have to find a clarity in how you work and why you should listen to end users and
why you should find out… Uhm, well what the ‘business’ is and that’s that’s when it’s good
to use things like methods and models. At least at a company this size because people
trust methods and models.”
Excerpt 16, translated from Swedish

Reading and documenting
Many of those talked to had read Gojko Adzic’s (Adzic, 2012) and Domingues’s (née Ottersten),
(Ottersten, et al., 2004) books. Others have made a directed effort to compile and synthesize what
they’d found in books and in practice and build comprehensive internal documentation on how
to apply these methods. This documentation, consisting of sample workshop agendas,
presentation templates, interview scripts and checklists is considered competitively valuable and
has taken considerably effort to compile, why it’s not publicly available. Secrecy driven by
competition is a reason why there’s a dearth of information on how these methods are used
practically.

Taking courses
Some of the practitioners interviewed had attended InUse’s two day impact mapping course.
Some hadn’t but would like to, but calling it “too expensive.” InUse isn’t the only company
providing training. Competitor Antrop also offers training in goal managing and impact mapping.
At some of the agencies where the interviewees work, training in these methods has been
formalized as defined courses. New employees are usually on-boarded for a day or two. Training
in impact methods is included in this curriculum. How much training they receive depend on
their role at the company. Project managers receiving up to a day’s worth while a developer gets
an hour or two.

Osmotic learning
The most common way to distribute knowledge of these methods was osmosis. Almost all of
those talked to had picked this up from a colleague. Some agencies that rely on osmotic learning
to spread these skills are not that worried that it may lead to inconsistencies in application. Many
view osmotic learning as a necessary complement to formal learning. As one said:
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“And then there is very much, so to speak, jumping directly into a *laughs* burning
project, running project, but as a ‘backpack’ or what to call it. In other words, you get to
tag along with another strategist or someone else… interaction designer who performs
this kind of assignment.”
Excerpt 17, translated from Swedish

Coaching/mentoring
Another way to spread these skills internally was to appoint coaches among the senior
practitioners. This wasn’t explored deeply during the interviews so no specific details regarding
how these programs work are available.
Other agencies appoint so called “competency leaders” whose role it is to promote and support
the use of a certain method or technology and become a “go to resource” for questions related to
that. This was a way to organize the collection of experiences and learnings from applying these
methods.

Building maps
Impact methods are analytical but also practical and a considerable portion of the time spent is
used condensing what is learned in the form of a map. During the interviews, several ideas and
recommendations were made regarding drawing maps.

Map lifespan
The quality of the underlying research as well as the map itself determine the lifespan of the map
and for how long it remains relevant. As evidenced by excerpt 14, maps can long outlive their
designers’ expectations. This shouldn’t raise many eyebrows since it stands to reason that
fundamental needs change very little year by year but the possibilities afforded to use by
technology do. It depends entirely on what’s in focus. Like one designer commented:
“You couldn’t have said something like ‘sitting on the bus doing one’s [tax] declaration.’
Which you can do today, sort of. The tax authority would never have had that as a
situation. They hadn’t had it two years ago, like this. Since it wouldn’t have been a realistic
scenario so the lifespan of these and particularly this composition is rather short.”
Excerpt 18, interview made in April 2015, translated from Swedish

A way to get around this is for the map to cover user needs and goals and leave out features, either
totally, or putting them on the fringes. Some practitioners argue for replacing deliverables with
desired capabilities (Adzic, 2015a). According to one practitioner interviewed, this has the added
advantage of making it possible to use impact maps to evaluate off-the-shelf software with a
defined feature set and compared it with user needs.
One interviewee described the process as:
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“And then you take a step back and think about how it all sticks together. Can you group
them? What makes those three good solutions? Maybe there’s a good property shared by
those solutions. Great. Then you write it there [pointing at the map]. So when in a
maintenance situation when those ideas feel dated since this is still 2014 technology. It’s
totally uninteresting in two years. Then you can fold them up [the mind map nodes] and
hide them. But that good property is probably more timeless.”
Excerpt 18, translated from Swedish

Tracking requirements in spreadsheets
A view shared by many of those interviewed was that maps quickly get unwieldy when they grow
too much at the feature level. Instead they prefer using a spreadsheet to track the requirements
that are at the fringes of the map.
“And then I tend to quickly shift to some form of matrix or user stories or backlog
depending on what it’s for. Only so that you don’t sit and write out these meter-long
argumentation chains in every direction from the center, but rather stay rather superficial
in the visual map itself and then swap tools to something more suited for managing
requirements.”
Excerpt 19, translated from Swedish

Some of those interviewed explain that they used spreadsheets that allowed them to quickly sort
and group user stories based on their total impacts and what goal they contributed to in order to
simplify prioritization.

Chain of reasoning and personas
An aspect of impact mapping that many practitioner return in the interviews to is its use to make
“argumentation chains” or “chains of reasoning,” referring to how maps can be used to link
deliverables to business goals. Some practitioners prefer describing users using behaviors rather
than complete personas to make these chains as clear and persuasive as possible.
Since an individual can potentially take part in multiple scenarios, the user groups in a map aren’t
a one-to-one mapping of a specific kind of user or individual but describes their behavior in this
specific instant. An individual can belong several of these groups depending on what they do. One
example is the study InUse did for Systembolaget (the state-run liquor sale monopoly in Sweden)
in which the customers will exhibit different needs and behaviors depending if they’re looking for
wine for dinner or are buying for a large wedding (as retold by an interviewee).
Different practitioners have chosen different ways of solving this problem. Some prefer to draw
their users strictly in terms of behavior and name them accordingly: “information seeker”, “the
curious” and so on, assuming an individual using the system will play one or several of these roles
depending on circumstances. These have names, a short description of a few sentences and a
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challenge expressing something the system needs to achieve to satisfy this group. These designers
prefer the clarity offered by such an approach:
“I make fewer and fewer personas now since it’s more important to me to be razor-sharp
in my reasoning chains and the personas make it fuzzy. Since I want that behavior in that
situation, then I’d like that [referring to a feature]. But if I’m, at the same time, not a
morning person or owns a cat… well, it’s not strengthening the reasoning chain I want to
make. Why I’ve drawn it this way and it’s good for bang-bang-bang we’re accomplishing
that.”
Excerpt 20, translated from Swedish

Other designers prefer to create personas that are more complete and reflect an archetypical
person they can empathize with. As one said:
“The important properties of a persona are their behaviors. It’s the absolutely most
central. A persona is defined based on how it’s behaving. It’s the actual difference between
it and another. And the actual point of a persona is that you can develop a relationship
with it. I tend to think like this… if I can picture how I’d go about buying a Christmas gift
for this persona, I use that as a rule of thumb.”
Excerpt 21, translated from Swedish

Some designers using personas prefer using scenarios to map the various personas to different
situations. But they also recognize that impact maps enforce a hierarchy which doesn’t accurately
reflect actual use situations. They also lack a temporal dimension and these problems are better
addressed using a tool like the customer journey map.

Same level of abstraction
To make comparisons possible, it’s important to keep the map’s elements at roughly the same
level of abstraction. Quoting one designer:
“What’s important, I believe, to make prioritizations is to end up at roughly the same
abstraction level in the entire map after you’ve gone through it.”
Excerpt 22, translated from Swedish

Striking a balance between abstract and concrete relatable appears to be a skill earned over time.
The most experienced designers that were interviewed showed several examples of judgment calls
like these based on prior experience.
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Defining goals
A common mistake many beginning impact method practitioners make is to make goals too
abstract. As one designer put it:
“Ah, the effect goal, to find the right level. Is it to earn money? No, then you’ve probably
got too high. What do you have… what is… bring down the scope of this project. Ah, but
this can be that dividing line. Is this a function or a driving force? And if you think it’s too
concrete so… why… why… why … yes, that’s why. Oh ok. But that’s not the driving force
then. And it could be such a beginner… in other words, you always fall into the trap that
people talk about this so you end up writing it down believing it’s what they want. Or
need.”
Excerpt 23, translated from Swedish

Implementing impact methods
Ways of working
One thing that hasn’t been widely documented is how different agencies and companies apply
these methods. During the interviews, several examples of application and adoption were
provided. Almost everyone that was talked to said they took a highly pragmatic approach and
picked methods and ideas they liked, and were not interested in following method “doctrine.”
Even those who professed to having a very down-to-earth approach expressed concern over that
more and more agencies and consultants claimed, rather carelessly, to possess proficiency in these
methods. However, at a closer look it appeared they only produced the bare artifacts without
understanding the research and groundwork needed, resulting in sub-standard analyses.
Agencies with a full-service strategy (providing planning, strategy, design and implementation)
had struggled to find a way to bridge the impact mapping effort with the implementation. One
agency had defined a role called a “solution architect” to serve from the impact mapping phase
throughout the project. This person’s job was to connect the dots between the deliverables and
the implementation and to recommend a suitable implementation given the agency’s preferred
technologies and platforms. This person’s work contributed to the technical parts of the backlog.
However, people interviewed working as procurers and buyers, relying on agencies to implement
have seen considerable lapses in maintaining continuity between pilot phase and implementation.
They have testified to seeing considerable pilot study work being regarded, sometimes even
ridiculed, by the development team due to the lack of a flag-bearer explaining the relevance of the
work and ensuring these ideas aren’t lost
Many practitioners refer to the phase during which impact methods are applied as “sprint 0”
(“sprint zero”) since it takes place before the first sprint. The length of this sprint may vary, from
weeks to 2-3 months. Many agency designers that were interviewed expressed a desire to keep
down the amount of up-front design work, preferring a more iterative approach.
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“Or rather it is important to test and iterate and revise one’s ideas regarding what needs to
be done.”
Excerpt 24, translated from Swedish

The output of the impact work is often what would be called requirements. As a result, impact
method practitioner will produce a considerable share of a project’s requirements. Practitioners
that were interviewed had different views regarding the role of the requirement analyst in relation
to the impact method practitioner (typically an interaction designer). One reported having found
massive support for this way of working from the requirements team at his company. Others had
worked alongside requirements analysts and thought it a matter of different approaches to similar
problems. One interviewee on working with a requirements analyst:
“We worked with the same things in a way but had different perspectives, it feels like. I
had this user and benefit perspective. She had more… this perspective that we sort of have
to do everything that’s to be done and it has to be complete and be cohesive. The
requirements need to be logically consistent.”
Excerpt 25, translated from Swedish

One opinion expressed by an interviewee was that requirements analysis is suited for legal
compliance and technical analysis at a detailed level but that those dealing with requirements
rarely took a strategic view. Several designers stated that they preferred not having to write
detailed use cases or requirements but were glad to hand that work over to a requirements analyst
to work out the details.

Organize around goals and strategy
A feature of both impact mapping, effect managing and goal managing is the cross-functional
workshop. As one interviewee put it:
“When your people gather around the goals instead of the function that they exist in. Like
obviously most companies especially big companies are gonna be organized around like
there’s a department of guys who do finance… there’s a department of guys who legal and
a department of guys who credit risk analysis and it goes on and on, right. But I think
whenever you talk about what you’re trying to achieve it’s gonna push you more towards
achieving things regardless of your function, of your skillset and more towards what’s
the… what’s the value you’re trying to achieve at the end, right? So that means breaking
down those… those functionalities silos down into different kind of directions.”
Excerpt 26

This makes the impact method practitioner more than just a designer or project manager but a
facilitator of change. Some practitioners would prefer it if end users are present during a large
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portion of the process. One designer said: “the more cross-functional the initial workshops [those
focusing on purpose and user goals] are, the better.”
Intentional change requires direction and a goal. Impact method practitioner seem to be in
agreement on the value of working with goals.
“Every project is different. But… there’s definitely an advantage to working this way and
everyone in the project gains insight into whom we’re building for.”
Excerpt 27

This requires breaking down fuzzy goals into clear goals. One story told was regarding a nonprofit organization who approached an agency to have a website built, with the goal of “making
Sweden better.” After breaking it down, the customer settled in “more memberships” as a goal
since more members meant more influence which contributed to their more abstract and loftier
initial goal.
A powerful feature of these maps is that almost everyone can relate to them. As one interviewee
stated: “the steering committee needs to come along on a journey and understand, but if you have
a developer who’s reasonably interested in users they can still understand that this [points to map]
is to be built… if you’ve understood that one [pointing at a deliverable] then it’s possible… it can
be formulated in a user story” (translated from Swedish).
When the rationale for a project is expressed as a map, there’s no longer a need to maintain long
backlogs. The plan forward is in the map and the backlog is a result of that map:
“I’ve ended up having very short backlogs since ne…since I was using impact mapping. I’m
having a backlog which is mostly only covering the next two sprints and beyond that it’s
just all in… it’s all in either prototypes or in impact maps and I kind of translate it from
the map into the backlog as this… the team catches up to where I am in the planning.”

Excerpt 28

Working with goals is apparently particularly easy when working with (Swedish) government. As
one designer said: “I’ve worked with government agencies and it’s very easy to talk… they talk
effect goals in their operations regardless of whether we’re there or not…” (translated from
Swedish).

Change management
Impact method-managed projects often aim to accomplish goals that take a long time to
materialize (Ottersten et al., 2004). This makes the agency role tricky, unless a retainer
relationship can be formed (as described in excerpt 9). The major challenge for agencies appear to
be ensuring continuity and that the same people either work with the customer over time or
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there’s a way to effectively hand over a customer relationship so that plans, goals and impacts can
be followed up over long time.
Even with that problem addressed, agencies need to possess knowledge in metrics and using data.
As one interviewee said:
“I think any company nowadays, is that we have too much data. More than… than enough
data right. It’s the… we have massive data. What do you… how do you interpret it though?
I think someone… I can’t remember who it is, but someone had this point that there’s two
kinds of data. There is… there is data data. Which is here is a whole bunch… he’s a… a log
file of all these people doing things. And there’s management data. I’m not sure if it’s the
best term for it. Management data is like data that you can look at as a… a non-expert in
this particular area and actually make a decision or make… understanding the trend,
right?”
Excerpt 29

The conclusion many seem to draw is that agencies need to learn how to make sense of data and
help their clients make decisions based on the data available for impact maps to be truly useful.
Even when the data is in place, putting the IT products in the hands of the users isn’t enough.
Actual change management needs to take place. This was stressed by many of those interviewed.
This isn’t something that impact methods address directly. Effect managing is intentionally
focused on the user perspective with regards to the solution and ignores internal stakeholders to
create clarity, according to one interviewee who’d talked to Ingrid Domingues (one of the creators
of effect managing) about it at a conference.
For large projects to realize their intended benefits, it’s necessary to involve professional
organizational consultants, as one interviewee said:
“And when it comes to public organizations and where major changes are to be done…
well it can work. But you need to involve change people. In other words, more
psychologists and such. There’s a company in <city> named <withheld> that does that
kind of thing and I believe you need to have the same partnerships. Who enter and make
culture change work in organizations too for them to see the effects.”
Excerpt 30, translated from Swedish.

An opinion that was heard was that customers ask for impact mapping and maps, but are
incapable or uninterested in impact managing. Impact mapping refers to the tasks of identifying
the goals, users and deliverables and is usually done before the project. This is a research and
analysis task that will result in an impact map. The work to follow-up on how actions and
deliverables contribute to the desired impacts and effects is commonly referred to as “effect
managing.” It’s a longitudinal activity that requires diligence, patience and improve rather than
replace or innovate. The interviewees gave several examples of projects with ambitious impact
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ambitions but which were never followed up. The long-term impacts were often victims to other
changes in an organization:
“Then they want something to be delivered fast, like ‘right now’. Then there are reprioritizations and then you’ve forgotten what this is and what we’re doing it for.”
Excerpt 30, translated from Swedish.

Practitioners talked to didn’t see this is as necessarily a fault of the method itself. They could see
interaction designers taking more of a change agent role and that impact maps could be a valuable
tool for that.

Culture
An issue that was explored was whether a certain company culture is needed to use impact
mapping. The answer was a resounding no. While some organizations seemed more eager, the
model itself is clear and logical and persuasive in its simplicity, according to the interviewees.
However, one challenge some had indeed experienced was people being unwilling to share
information which was a hindrance. In the case of agencies, whether these methods were applied
depending whether the client was interested in spending time on them.
Using impact methods can sometimes help resolve a deadlocked situation where there’s a lack of
shared direction. One interviewee gives this example:
“I’ve worked at a bank for example and they’ve had this situation that they have such a
divided understanding of the requirements… page up and down with Excel sheets or
requirements or change requests. Ehm… and try to achieve some kind of complete picture
of all that. How are we to prioritize that? Yes, but then this becomes a model to manage to
fit everything in and then making these prioritizations based on roles or whatever you
managed to recreate retroactively.”
Excerpt 31, translated from Swedish.

For an agency, applying this way of thinking has more benefits than just helping ensure customers
got return on investment on their IT projects. An impact perspective seems to have the potential
to deeply affect workplace and company culture, as evident in excerpt 4. One interviewee who
worked at an agency said:

“We’re a totally different agency today [compared to before they used the methods] if you
consider from start to finish and how it’s distributed. In the beginning it was a little of this
initial and a lot of technology. Today there’s a lot of insight work, strategy work, smaller
projects, less technology. And then we return to insights… new insights.”
Excerpt 32, translated from Swedish.
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Managing stakeholders
To achieve the impacts that have been identified and planned for, many different people need to
be involved. Stakeholders, whether they’re buyers of a project or people in an organization
indirectly affected, hold much sway. Practitioners of impact methods have come to realize that
they need to work actively to manage stakeholders.
A full treatise of the subject is beyond the scope of this chapter and we will instead focus on some
of the things impact method practitioners have learned and picked up in their work.
Many practitioners employ a strategy to involve decision-maker stakeholders. Their involvement
is about more than providing information, knowledge and direction but also to get commitment
and mindshare. Decision-makers tend to be quite approachable, one interviewee said:
“This kind of interviews that we typically do, or workshops, with decision-makers to
understand their business. They tend to be super appreciated. Since there’s never anyone
coming by and sort of ask these questions to them. From the outside. They find it super
fun to ponder these things. And I and my colleagues have sort of, we have become rather
good at asking the right questions to people at a management or business knowledge
level. So, they feel they get to think a lot themselves.”
Excerpt 33, translated from Swedish.

Decision-maker stakeholders can have quite diverse views. The designer interviewed above said
they resolve this by bringing decision-makers together in a workshop to formulate a goal together.
The processes to create alignment among stakeholders can take months. One designer told of a
case where the goal or purpose definition was at its 15th version. But even after such a long
process, it’s not uncommon that the steering committee cannot reach agreement and does not
dare to commit.
When approaching decision-makers, especially high level executives, one designer interviewed
advised talking to the second in command first to get a feel for the terrain and terminology. That
way you run less of a risk of “looking like a fool” to the executive director when you finally meet
them and can use the time given, which is usually short, more effectively.
Some stakeholders have issues they hold dear. They appear at meetings only to discuss a problem
or a feature that they feel is incredibly important. These people usually have good reasons and see
this is a chance to fix something that have caused them much frustration over the years but
sidetrack meetings about goals to bring up features. One of the interviewee’s strategy was to use a
post-it:
“I write it down, put it up there. We haven’t forgotten it. But it’s not what we’re talking
about right now. We’ll get back to it [makes a ‘pfew’ sound].”
Excerpt 34, translated from Swedish.
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Experienced practitioners appear to know when they’re moved in political terrain and take a
pragmatic approach: “It wasn’t the right battle.” Getting the project forward is more important
than having the absolutely right metrics, as one of the interviewees explained.
Similar political sense is needed when drawing maps. Words and labels need to be chosen with
care. A user group which might be seen as rather annoying might easily get called “the
complainers,” something that risks insulting people who recognize themselves. One of the
designers talked to recommend instead using a more sensitive title, such as “the improvement
focused” and referring to their “heartfelt issues,” All in the name of gaining wider acceptance.
A scenario that was explained was a case where the decision-makers wouldn’t make themselves
available to the project to attend workshops. As a result, less senior staff had to be picked to
attend these workshops. Even when these less senior decision-makers had successfully arrived at a
shared decision and vision, there had been times when the senior decision-makers had
disapproved of it, and effectively vetoed the decision of the less senior group. The practitioner
talked to said that from then one they always pointed out to customers that they need to make
senior decision-makers available or the project stands a risk of failing.

User research
Among the key activities for creating an effect or goal map is user research. The user research
serves two purposes: gathering information on the end users to uncover their goals and needs and
to iteratively evaluate designs and prototypes.
There are many ways to perform the user research. The practitioners that were interviewed used a
combination of interviews, workshops and focus groups. Each with its own pros and cons. Some
had given up on workshops in favor of interviews:
“The workshop format is difficult, in particular with people who wants a lot and knows a
lot. And there are often some rather strong wills.”
Excerpt 35

The advantage of interviews, according to this person, was that he got different perspectives.
Several different individuals got a say. Something that had made him aware that there was rarely
agreement about the goal or objective of a project: “It’s quite interesting that you start, get
something running without really knowing, or being in agreement, about what you want to do
with it” (translated from Swedish).
Some internal stakeholders aren’t receptive to the idea of user research at all. Several interviewees
reported hearing things along the lines: “Why should we talk to real end users? I can tell you what
they want.”
The key aspect of a persona or user group is behavior. This is something designers that were
interviewed agreed on, regardless of whether they did effect or goal managing. When it came to
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the number of users needed to gather any meaningful information, recommendations from those
interviewed ranged from 5-10 users per user group or persona.
An observation that one interviewee made was that user opinions are rarely valuable in
themselves but usually hint at a deeper need.
Personas was a tool that many customers could relate to, according to the designers interviewed.
In some cases, personas were transformative in how they viewed their own customers, as one
designer gave an example of:
“As for example, we had a customer who received such a deliverable [impact map and
associated documents] and they latched onto the personas and saw the value in
understanding who the customer is. It was a real eureka moment for them. So they even
made cardboard cutouts of the personas and placed around the office. As an aid to
remember that these are the ones we are working for and everyone knew the story around
and regarding who that was and what needs that person had. That kind of pollination
effect, that’s a valuable effect of this kind of work. Then you have changed how an
organization works and how they think.”
Excerpt 36, translated from Swedish.

Some companies preferred “guerilla research” traditional usability research. One interviewee told
how they had performed hundreds of prototype tests from a café:
“So we literally like in <major capital city>, I sat in <major capital city>, stood in the street
and me and my coworkers put big signs that said we’ll pay you ten <currency> to talk to us
for five minutes, use our prototype on our mobile phone and tell us what you think about
it. Let us watch you use it. We’ll pay you ten <currency>, and hundreds of people used it
in the course of two weeks.”
Excerpt 37

The general direction of user research in this context was clear: service design. A topic that came
up several times was how to merge the two perspectives. More than one didn’t see any problems
at all merging the two:
“And I think effect managing works as well still, if not even better since you can, ‘what do
we want to accomplish with this service?’ not like ‘what do we want to accomplish with
this service in this small channel?’”
Excerpt 38, translated from Swedish.

Even if there isn’t any possibility to do user research, all is not lost. The outcome of the first
workshop usually yields valuable information about end users, according to one designer we
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interviewed. They also recommended bringing customer service staff to get an understanding of
who the customers are what problems they’re battling.

Conceptions
The outcome of the phenomenographic analysis of the interview transcripts, as described in the
method chapter, resulted in four distinct conceptions regarding “impact methods.”

Conception A: It’s about having clear goals
A conception expressed was that these methods were essentially about having clear goals and
focusing on them:
”You have these darts and you’re to get as close to the center as possible. Through effect
managing or user group-aware user group method you kinda of get closer to the goals.
That’s how I view effect. The effect managing model you know.”
Interview 2 (16-16), translated from Swedish.

In the example it’s emphasized and accomplishing goals and getting closer to achieving them is
highly desirable.
Many of the participants work in organizations that have clearly defined goals for their IT
investments (whether those are apps or websites). They find these methods useful since they offer
clarity regarding desired outcomes, providing a clear path to that goal. Using these models takes
you closer and closer to the intended goal. There’s an iterative aspect of working in focused
fashion toward a well-defined goal or purpose.
The focus here is on the conditions and terms under which IT projects are being performed.

Conception B: It’s about designing for user needs
Impact methods can be seen as essentially about designing for user needs:
“But if I were to describe what it is it feels like a very user-centered method. A way to
make use of what the end users of the system or solution or… yes, what we should deliver,
what needs, demands, requirements, expectations they have for the actual solution. So it’s
the user needs that are used for direction. This is a very user-centered method to achieve
results or decide on what to build.”
Interview 6 (2-2), translated from Swedish.

The participant in the example has been a consultant for many years and used multiple
approaches to building IT systems that generate measurable value. Impact methods are therefore
viewed in the context of other methods, some of which tend to focus on features or technology.
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Impact methods consider end users pivotal and a central feature, rather than just another factor,
promoting the application of user research methods for project success.
The focus in this conception is on what the method emphasizes or prioritizes compared to other
methods.

Conception C: It’s about linking user benefits and features to business
benefits
The usage of impact methods can be viewed as a way to clarify connections that may not be
evident otherwise:
“I have no other method right now that puts such emphasis on the connection to benefits,
in that way. The business benefits and user benefits. There are few methods that connect
them so clearly. In fact, this is the framework I use to connect them.”
Interview 7 (547-547), translated from Swedish.

In this example, it’s evident that the impact methods are perceived as unique in that they link
business benefits to user benefits. There are many frameworks or methods that center around
business benefits but few that do it from the perspective of the role of the user and see usage as a
key factor for benefits to be realized. Impact methods make a logical case for why user experience
directly affects business benefits outcomes.
Practitioners in the study view this as a strong communicative and pedagogic advantage. They
explain this in terms of offering “traceability” and providing “chains of reasoning” or “chains of
argumentation” to motivate a certain feature in terms of user and business benefits.
The focus in this conception is how these methods allow features to be motivated and logically
explained as being useful or valuable with regards to a definition of purpose.

Conception D: It’s a way to think about problem-solving
Impact methods can be internalized to provide a model to offering strategies for general problem
solving:
“But like I said I think also once you think in this way a lot of it becomes a way of thinking
more than actually a tool you actually need to put on paper. ‘Cause I think that once you
really internalize it, you don’t need the actual act of drawing out whether it’s in physical
form or like virtual form an impact map, I think it’s not always necessary, really. Once you
understand the way of thinking about, ‘ok why are you doing this thing? it’s because of
this impact,’ ‘why do you use impact? to help some person,’ ‘why do you need to have this
impact at all on this person? because there’s some goal you’re trying to achieve.’… you
know. So that’s… that’s the way I would. I think of problems in general now.”
Interview 9 (90-90).
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The model of breaking down, analyzing and solving problems provided by impact methods can be
internalized as a general problem solving strategy. In the example above, the interviewee has
gained an intuitive understanding of the model and started using it outside the context of work.
A common problem, according to participants, is that in many companies, people think and work
in silos. The interviewees gave several examples of how collaboration and teamwork improved
when people internalized the goal-focused model described above. It helped provide purpose by
shifting attention from the task itself to who it was affecting and why that was important.
The focus in this conception is the way we think about problems in IT and elsewhere and how we
cope with them.

Outcome space
The outcome space of the conceptions:
Conception

Referential aspects

Structural aspects

Horizon

A

Impact methods are about having
clear goals

Focuses on the conditions and terms
under which IT projects are being
performed

External

B

Impact methods are about designing Focuses on what the method
for user needs
emphasizes or prioritizes compared to
other methods

C

Impact methods are about linking
user benefits and features to
business benefits

Focuses on how these methods allow External,
features to be motivated and logically Internal
explained as being useful or valuable
with regards to a definition of purpose

D

Impact methods are a way to think
about problem-solving

Focuses on the way we think about
Internal
problems in IT and elsewhere and how
we cope with them

External

Table 12, Outcome space of conceptions

In the table above, the referential aspects refer to the meaning of impact methods. The structural
aspects refer to the features being considered (as described in the method chapter). In Conception
A, this includes the organization, its people and the context in which the company operates. In B,
it relates to the people performing the work. In C, it relates to project staff, sponsors and
stakeholders. In D, it relates to the practitioner’s approach to problem-solving in the domain and
elsewhere.
Barnard, et al. (1999) explain the terms internal and external horizon as:
“Internal horizon refers to how component parts of the phenomenon are understood and
are related to each other. External horizon refers to the way in which the phenomenon is
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delimited from and related to its context. The term delimit refers to the suspension of
attributed meaning or definition from a preconditional perspective.”

In the context of this study, the internal horizon relates to how practitioners conceptualize the
tasks related to impact methods and forms a cohesive understanding of how various parts relate.
The external horizon relates to how impact methods relate to similar methods and the constraints
of the context and environment.
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DISCUSSION
This thesis aimed to answer the following questions:
•

What are the defining characteristics of the various impact and outcome based project
management methods and how are the methods related?

•

How do professionals perceive the application of business impact and outcome based
project management methods?

What are the defining characteristics of the various impact and outcome based project
management methods and how are the methods related?
This thesis offers a summary of seven outcome-oriented methods for managing IT projects (table
3). They have each been described with a historic summary of how they came about and what they
were influenced by, an overview, a brief description of the process and descriptions of the typical
deliverables.

How do professionals perceive the application of business impact and outcome based
project management methods?
Through a series of interviews with practitioners of impact managing, effect managing and goal
managing, and subsequent analysis, six themes and four conceptions were identified.
Themes:
•

Before impact methods – regarding experiences of methods and ways of working prior to
adopting impact methods.

•

Impact method advantages – regarding perceived advantages of using impact methods.

•

Method differences – regarding how each of the three differ from one another.

•

Sharing, learning and teaching – regarding how knowledge of methods is obtained and
disseminated.

•

Building maps – regarding the practical task of drawing and building maps.

•

Implementing – regarding implementing these methods in an organization, own or client.

Conceptions:
A.

Impact methods are about having clear goals.

B.

Impact methods are about designing for user needs.

C.

Impact methods are about linking user benefits and features to business benefits.

D.

Impact methods are a way to think about problem-solving.
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Survey
The survey was done to recruit practitioners to interview and to get a better understanding of the
domain for the design of the interview script.
The survey still presented interesting results. The respondents were a mix of professional roles,
but predominantly interaction designers. The methods were applied in a research, workshop and
analysis fashion to explore the user needs and problem spaces. This seems to be the general
modus operandi for these projects. What differs appears to be the extent to which user research is
done and the rigor of the research.
One respondent reported that defining KPI’s and find widespread backing for those among
stakeholders to be the largest hurdle.
Those who had used the method considered it to be valuable, if not for the link between usage
and business benefits but for the insights gained from talking to end users and synthesizing it into
personas and scenarios. Some had come to view it as a perspective or philosophy, rather than as a
method, turning it into a lens through which these problems can be analyzed and understood.
This correlates with the Conception D which perceives these methods as a “way of thinking”
rather than a series of steps.

Themes
Through the interviews, several themes were discovered. This section discusses those findings in a
wider context.

Before impact methods
Some of the interviewees had experience of IT work dating back to before effect managing and
goal managing became widespread, starting in 2005.
Some of those talked to had experience with methods like RUP (Rational Unified Process) which
don’t make the link between user experience and business value as clear as for example Effect
Managing. Others interviewed had not used RUP specifically but had relied on frameworks that
didn’t put focus on the user as a key contributor to project success. Many reported having derived
much from features, technology and general requirements. Features such as blogs were built in
website projects but few stopped and asked, “for whom?” or “why?”.
The shift to impacts, goals and effects dovetails with the trend for companies to be more and
more accountable for the customer experience, and doing so in a structured, program-level
manner. This isn’t done out of a desire to do good, better customer experience can be directly
linked to customer loyalty and spending (Kriss, 2014). As digitalization accelerates, customers
interact with companies and organizations through digital channels to a greater and greater
extent. This means that the old rules don’t apply. To be competitive you need to play a different
game. Companies tackle this by investing in service design and exploring new ways to integrate
themselves with the customers’ needs and habits. For many of those talked to for this study,
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impact methods were highly valuable tools to use alongside other visualizations to better
understand and communicate these ideas.

Impact method advantages
That effect managing, goal managing and impact mapping increase the likelihood of project
success in terms of return-on-investment was one of the assumptions of this research endeavor.
As a professional and practitioner, I’d seen it happen many times and I’d often referred to maps as
a way to explain the links between features, those involved, affected and the goals they served and
to logically justify a position.
One aspect of this is telling “hygiene factors” from “wow factors.” When designing and building
competitive products, there are several factors to consider. One of the most important is the
competitiveness of the customer experience and use quality. In the ’80s, Japanese researcher and
consultant Noriako Kano developed an approach to customer satisfaction what has been known
as Kano models. These models identify five categories of consumer preferences. What’s worth
noticing is that features that used to delight users are eventually taken for granted (Spool, 2011).
A surprising outcome of the research was the extent to which these methods can transform
workplaces. Many companies struggle to motivate employees and providing clarity regarding
goals and purpose. There’s strong reason to believe that having a clear purpose for one’s work
contributes to feeling inspired (Seppala, 2016). Technology companies run the risk of building
functional silos and creating waterproof bulkheads and divisions based on professional roles. The
outcome of the research for this thesis seems to indicate that working goal-focused, crossfunctional and using a communicative tool like an impact map can break down some of these
barriers. It can help visualize and create alignment around goals to provide purpose and
inspiration.
One of the interviewees (see Excerpt 4) compared the alignment they achieved thanks to these
methods with the concept of “having purpose.” An idea popularized by Dan Pink in his book
“Drive” (Pink, 2011). According to Pink, employees need three things to perform well and feel
satisfied: autonomy, purpose and mastery.
This perspective can be used to design training programs as well. In Brinkerhoff (1994) a training
planning tool called “impact mapping” is discussed as a way to implement a “highly effective
training approach.” It can be used to “conceptualize, plan, design and manage” training that is
“directly linked to business goals” and creates a “shared vision of training.”
These thoughts are by no account new. Harford (2011) gives several examples of organizations and
companies that have overcome challenges by embracing a goal-based form of leadership,
eschewing traditional planning. In the military, this is known as “commander’s intent” and was
briefly explained in the beginning of the theory chapter. The ideas of commander’s intent date
back to Prussian military commander Helmuth von Moltke who developed what is now known in
the military as “mission command.” These ideas are discussed in depth in Bungay (2010). To
summarize, by declaring intent clearly, alignment is achieved and teams can operate with
autonomy provided the intended results are achieved.

Achieving business impact with IT: A qualitative study of the practice and theory of driving change with technology, interaction and service design

118 (145)

Orlikowski and Hofman (1997), state that “change is typically an ongoing process made up of
opportunities and challenges that are not necessarily predictable at the start” and suggest that
managers give up “command and control.” They encourage management to create an
environment that facilitates improvisation, referred to as “cultivation” and liken it to a jazz band
that jams together without sounding discordant.
Based on the results of the interviews, it appears reasonable that by organizing around goals in
this way teams can achieve higher level of collaboration and workplace satisfaction. While no
absolute causative relationship has been observed through research between the introduction of
these methods and the subsequent workplace changes, the case is still strong and warrants further
research.

Method differences
Effect managing, goal managing and impact mapping
This thesis started with the assumption that there are meaningful differences between effect
managing, goal managing and impact mapping. This led to the formulation of this research
question:
What are the defining characteristics of the various impact and outcome based project management
methods and how are the methods related?
The position of these having unique characteristics had to be revised rather early on in the
research process as it became evident that effect managing and goal managing were in many
senses dialects, perhaps even accents, rather than different languages (to use a metaphor). While
the documentation, providing the source material for the theory part of this thesis, does indicate
differences, in practice they are few. Many practitioners that were interviewed made the point
that these two terms (effect and goal managing) were more or less the same to them and that they
were pragmatic and picked ideas they liked regardless of denomination. That made the second
research question all the more relevant:
How do professionals perceive the application of business impact and outcome based project
management methods?
For there were still differences in how people worked. These had more to do with people’s
professional background and the environment in which they’d worked rather than subscribing to
a specific method, model or framework. People with a background at Antrop were more likely to
use scenarios and personas in their maps. Those influenced by InUse were more likely to prefer
user groups and strictly behavioral user descriptions
Using personas brings risks however as bad personas will lead to worse design. User researchers
often make the mistake of assigning irrelevant properties to personas that hinder empathetic
understanding by triggering the human tendency to stereotype based on clues (Young, 2016).
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An idea that several expressed was that goal managing was less specific to a channel or project,
and more suited for a customer journey level perspective. They then saw themselves “effect
mapping” individual projects to design customer interaction for specific touchpoints.
Impact mapping, however, has different aims and only share some of the methods and
deliverables of the aforementioned two. At a cursory glance, impact mapping might seem like a
more updated, colorful version of effect managing. But its goals are different and its application
serves other needs. Impact mapping isn’t concerned with user needs and their link to business
benefits but rather using the map as a way to communicate, to experiment and delivering working
software fast.
In an article by Ingrid Domingues, Johan Berndtsson and Gojko Adzic (Domingues et al., 2014) the
difference between effect managing and impact managing are discussed. They present four
scenarios under which projects are performed, mapped onto a canvas with the axes “Ability to
make investments” and “Consequences of being wrong.” The gist of the article is that techniques
derived from effect managing is suitable for projects that either carry high risk of failure or when
the budget is limited, referred to as “discover” and “align.” While impact mapping is suitable for
iterative improvements of existing solutions and cases where there’s a possibility to experiment
and take risks, referred to as “iterate” and “experiment.”
Of the three, effect managing appears most strict and technical in that it encourages a strict
formalism for the purpose of using the maps for subsequent evaluation of solutions. Antrop
appears to have been less interested in method conformity and has given its consultants a lot of
leeway in how they worked. Impact mapping could be described as a loose collection of ideas and
a suggestion for how teams could make faster decisions. The defining characteristics of impact
mapping isn’t research and well-founded arguments but to visualize goals and quickly create
alignment around them.

Effects-driven IT development and Benefits management
Hertzum and Simonsen (2011) recognize the similarities between Effects-driven IT development
(EDIT) and Benefits management (BM). BM starts from the premise that most IT projects are
organizational change projects that involve IT.
The main difference between the two is twofold:
•

EDIT is an inherently iterative approach which is informative in that it feeds back
knowledge as to whether affects are achieved during pilot use to the development
activities. BM postpones assessment until the end of the project and uses this kind of
evaluation to find venues for future projects (Ward & Daniel, 2006)

•

EDIT includes measuring whether specified effects are achieved in addition to assessing
whether additional desirable effects are emerging. BM relies on review meetings to
evaluate established benefits and associated metrics (Ward & Daniel, 2006).
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EDIT is intended to supplement existing approaches with an instrument for managing IT projects
through iterative measurements of the absence or presence of usage effects (Hertzum &
Simonsen, 2011).

Sharing, learning and teaching
One of the reasons for pursuing this research was to better understand these methods. As a
practitioner, I’d found the documentation lacking and had a feeling that there was a lot of
practical knowledge embedded in the minds of other users of these methods. A goal for this
project was to document how these methods were used in practice. For reasons of brevity, only a
part of that material made it into the final version of the thesis and will be published separately at
my website (http://www.jakob-persson.com).
How practitioners and their employers approach learning differed very much. Some employers
take a very hands-off approach and encourages osmotic learning by making sure junior team
members could learn alongside more seasoned consultants. Others have defined a formal
introduction to how they work and onboard all new employees using it.
While lack of formal documentation is frustrating for someone approaching these methods, eager
to get started, it’s less of an obstacle for the established practitioners themselves. They often work
within companies that serve as communities of practice where ideas and methods are shared,
refined and improved upon through an ongoing dialog. Several of those interviewed attested to
that.

Building maps
The perhaps most visible outcome of the impact method process is the map. There are clearly
many ways to draw these maps. It’s essentially a mind map with some formalisms. They have been
documented in the theory chapter (in fig. 12, 29 and 32).
While the map format is documented in books such as “Effect managing IT” (Ottersten et al.,
2004) and “Impact mapping” (Adzic, 2012), the practicalities of actually drawing it aren’t explained
in detail. Thanks to the interviews with experienced professionals, we now have some insight into
how these maps are being made.
The primary benefit of these maps appears to be that they present a narrative that makes a logical
argument for a specific solution, design or decision. As such, the requirements (or deliverables)
appear to be almost necessary, as by consequence.
This way of viewing the map, its deliverables and actions fits an idea that has been popularized in
marketing called “jobs to be done” (JTBD). When viewing product from the perspective of JTBD
(Christensen et al., 2007), they are seen as performing “jobs” for their users. A can of soda
quenches thirst and a pair of boots keep your feet dry. The deliverables in the map can viewed as
similarly “performing jobs” for the user groups.
This also means that adding functionality that cannot be “pegged onto something” (as one
designer said), requires some serious convincing. This prevents “scope creep,” a common term for

Achieving business impact with IT: A qualitative study of the practice and theory of driving change with technology, interaction and service design

121 (145)

how software projects tend to grow in scope, and adding “pet features” as Adzic refers to them
(Adzic, 2012).
Some experienced professionals seem to value this highly and strive for clarity. They espouse the
strict, outline-like user group descriptions for the sake of making the end requirements as clear
and compelling as possible. Others strive for using the map to make the use situation relatable
and emotionally moving. They prefer fleshed out personas with drawings, names and preferences
and who reflect an archetypical person (Cooper et al., 2007), someone they can empathize with.
They make a case for involving their customer in their users’ narrative and challenges using these
personas, situations and the map to draw a picture.

Implementing impact methods
Ensuring sustainable impact
Bridging the gap from impact map and derived requirements to technical implementation is a
well-known challenge. Agencies and practitioners appear to have devised several ways of
addressing it.
Full service agencies have appointed a role such as a solution architect to serve as a bridge
between pilot study phase and subsequent implementation, ensuring the insights aren’t lost. A
similar role appears to be needed in cases where different parties perform pilot study work
(impact analysis) and implementation. Several of those interviewed gave examples where pilot
study work hadn’t been taken care of and ended up being a “desk product” to cases where impact
wasn’t tracked over time. Projects often started with good intentions but the organization was
unable to follow-up and optimize long-term, making the initial effort not as valuable as it could
have been.
The change management and long-term perspective seems to be a common challenge. A
reasonable conclusion would be that organizations need to encourage long-term thinking in their
investments and create the processes and procedures needed to ensure projects are handed over
effectively as people come and go. The challenges to working with impacts aren’t in the methods
themselves or access to professionals knowing them but in organizations and buyers ensuring
they have the culture, processes and people in place to take good care of the outcome of the work.
Some of the other methods and models covered by this thesis make explicit and provide processes
and methods to capture emergent and unanticipated effects.
Unanticipated changes come in different forms. Orlikowski and Hofman (1997) recognize three
kinds of change:
•

Anticipated change, which is planned for and happens as intended. These are the benefits
that motivate an investment in IT.

•

Emergent change, which is local and spontaneous. An example of this is how email has
become a tool for managing tasks and TODO’s, something it wasn’t intended for.
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•

Opportunity-based changes, which are possibilities that become evident once a system has
been built, and which are intentionally acted upon. In a case related by Orlikowski and
Hofman (ibid), the introduction of logs for customer service calls made it possible to
update the onboarding process and use these logged conversations as teaching material
for new hires.

Despite all these advantages, few companies and organizations have a systematic approach to
improvisational change management. In a survey, reported in (Hertzum & Simonsen, 2011) 86% of
respondents agreed that it’s impossible to predict all benefits of a system in advance. Yet only 19%
of the respondents’ organizations had a process to identify further benefits once a system was
deployed. It could be argued that for goal managing, effect managing and impact managing to
work as models and methods for long-term effect management, some form of change
management needs to be used.

Formative and summative evaluations in other methods
Iteration is a dividing aspect of the methods covered by this study. Like impact mapping, EDIT
encourages an iterative approach. Hertzum and Simonsen (2011) distinguish between informative
and summative effect measurements. Effect measurements in EDIT are formative in the sense
that they are an instrument in an iterative process which influence later activities by providing
guidance. They contrast this to summative evaluations that take place at the end of a process.

The role of user research
These methods place different emphasis on the importance of user research. While effect and goal
managing make the case that business benefits are intimately linked to user benefits, benefits
management doesn’t mention end users except in passing (Ward & Daniel, 2006). EDIT makes a
case for involving users and recommends a participatory design approach (Hertzum & Simonsen,
2011).
Impact mapping, some of those interviewed argued, has a “flippant approach” to user-centered
design. Some of them were of the opinion that it could even be seen as advocating “manipulation
of users” to trigger behavior that contributes to business goals rather than the users’ own goals.
An observation that could be made that this reflects the perspectives of their respective creators.
These methods, models, frameworks and methodologies for managing projects for better
outcomes would seem are deeply rooted in their creators’ world-view and values. It could be
argued that they’re each a facet of a hard to cut problem and practitioners would do well to
familiarize themselves with all of them.

Conceptions
The phenomenographic analysis of the interviews resulted in the identification of four
conceptions:
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A.

Impact methods are about having clear goals.

B.

Impact methods are about designing for user needs.

C.

Impact methods are about linking user benefits and features to business benefits.

D.

Impact methods are a way to think about problem-solving.

Conception A: Views impact methods as a way to define goals. This is a perspective in the context
of working in an environment where investments are well-motivated and success is determined
on such basis, hence related to power structures in the workplace.
Conception B: Views impact methods as a way to put user needs at the center of the development
process. Either as matter of personal values (“users are important”) or regarding what tasks are
involved (functional).
Conception C: Views impact methods as a way to link user benefits and features to business
benefits. This is considered unique by some but is overall considered highly communicative and
effective since it establishes “chains of reasoning.” It can also justify interaction design (used to
identify user goals) as a discipline why this motivates not just projects but the value of usability
professionals themselves.
Conception D: Views impact methods as a way to think about problem-solving. This reflects an
internalization of the methods and using them as generic problem-solving strategies. This frame
of mind appears conducive to improved teamwork and collaboration as the problem focus shifts
from the task at hand to the wider implications and goals of the work.
None of the participants had only one conception and tended to shift between conceptions.
Follow-up questions also triggered these shifts in some cases where participants shifted from a
conception to another in their reasoning approach. Larsson (Larsson, 1986) suggests asking
leading questions at the end of the interview to determine if a person is susceptible to influence or
if they’ll stick to the conception expressed earlier. The interview transcripts showed some
examples of this and participants changing conceptions as a direct result of a question.
Phenomenographic analysis is dependent on the researcher’s perspective. As much as efforts have
been made to assume the perspective of those interviewed and follow recommendations for rigor
and quality, the outcome space is a reflection of the researcher’s as much as the group’s
conceptions. Other researchers may not arrive at the same conceptions but there will likely be
overlap.
The interviewees also had different perspectives and approaches and had different roles. Some
had an interaction design approach to the problem domain while others viewed it from the
perspective of managing software development and teams. The conceptions were derived from
the cross-section of these perspectives. But that is also highly relevant and valuable as impact
methods bring these three perspectives together in a cross-functional way.
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The number of interviewees was 7, which is about a third of what is recommended for a
phenomenographic study. This was an intentional limitation due to scope of the thesis and the
time allotted.

Method critique
Interviews and analysis
While the research performed has been attempted to be done with rigor and adherence to
recommended practices, there’s room for improvement. This section takes a critical look at the
research effort that is the foundation of this thesis.
The interviews were done using a pre-written script (see Appendix 3) and designed to probe for
specific views and conceptions. Care was taken not to ask leading questions and to encourage
interviewees to reason and express their views and conceptions. Interviewing a person about their
beliefs and ideas is harder than asking them how something was done. People tend to prefer to
talk about why or how they do something than the ideas that motivate and inform those actions.
In retrospect, it can be argued that several questions were not followed up, or probed, properly.
That can only be explained by the researcher not being entirely certain about what they were
looking for and giving up a line of questioning before that information was provided.
The questions were not asked in a consistent manner, raising doubts about the complete
compatibility of interviewees’ answers. However, a common critique of qualitative research is the
assumption of congruence of utterances. By applying the intentional-expressive technique (Sin,
2010) and asking the interviewee to reflect on the conception or idea, this was mitigated and the
exact wording may not play such a critical role for the comparability of the responses.
The research questions could also be criticized for not being more effective for revealing the
conception, but would rather result in answer regarding practical use. This realization was made
after the research had begun. A more thorough understanding of the method used and its
implications for the research method would have prevented this. Deeper insight into the research
method was only gained later, which shed light on this potential problem.
In hindsight, it also seems it would have been advisable to perform one of two pilot interviews to
test the questions and get an understanding of how to ask the questions to elicit the information
sought. The practice of pilot interviews is recommended by phenomenographic and qualitative
researchers (Sin, 2010) and is common practice in larger research projects.

Critique of literature review
The literature review has not been as deep or as wide to cover all aspects of managing IT projects
towards business value. An ideal literature review would have used a stricter search method and
evaluated a much larger number of sources. Ideally this would have been done in stages of analysis
and exploration, gradually widening the search term set in order to make a formal literature
critique (Machi & McEvoy, 2012). Such an effort was not feasible due to time constraints. Instead,
a smaller review was performed.
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The literature review is not intended to exhaustively cover all existing research but relate research
relevant to the methods covered to provide context. Consequently, with this being a qualitative
study, the researcher’s interests have influenced the selection of sources. Judgments in critique
and analysis are based on a frame of reference formed through the sources reviewed, personal
experience and the viewpoints of the researcher.

Criticism of impact methods from a science
perspective
A criticism that has been raised is that these methods are based on a positivist tradition and makes
unwarranted assumptions (hypotheses) and then strive to validate them. Some professionals
would rather that research was done in a constructivist manner where the user research collects
data and builds hypotheses, void of assumptions only to later validate them through falsification.
This theory-building from qualitative data is more in the vein of Grounded Theory and similar
approaches to qualitative research.
While that argument is certainly valid from a scientific point of view, it’s hard to motivate
extensive assumption-free qualitative research in a commercial setting. Resources and time are
limited and the effort is motivated by a return-on-investment perspective that values application.
“Good enough” is the rule of thumb. And “good enough” usually means being able to make
assumptions that are “true enough” and collect data that is “good enough” to make design and
implementation decisions.
Impact methods use cycles of internal discovery and external validation to take into account what
is known and then going out to validate it. A reasonable modification for improved rigor would be
to attempt to falsify the assumptions, as is done in statistical research. In the cases where impacts
are validated using statistics it would indeed raise the validity of the work.
Some methods such as effect and goal managing also take a limited view of the possible outcomes
of a project. The impact map, as proposed by (Ottersten et al., 2004) focuses on the intended,
positive effects. But IT projects can also have negative side-effects (Hertzum & Simonsen, 2011).
The effect taxonomy (fig. 27), proposed by Hertzum and Simonsen (ibid), illustrates the possible
outcomes of an IT project. It divides effects into specified and unspecified and further into
whether realized or not. Effect managing looks solely on the “planned” and “slipped” effects.
There are further six types that effect and goal managing apparently ignore. Benefits management
also encourages actively assessing benefits in order to identify unrealized benefits as well as
“disbenefits” that have been been realized unintentionally (Ward & Daniel, 2006).
Using the effect taxonomy as a starting point and using proper statistical testing, many types of
effects could likely be tracked and measured with more certainty and less bias.
However, a theoretical foundation in research methods goes far to alleviate many of these
concerns. By being trained in qualitative and quantitative research methods and versed in the
issues related to research design, practitioners will likely perform better research and apply a
measure of rigor. Training in scientific research methods is therefore being more and more
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important for interaction and service designers as more and more insights are derived from field
research and associated methods.

Significance
This study attempts to answer two questions:
•

What are the defining characteristics of the various impact and outcome based project
management methods and how are the methods related?

•

How do professionals perceive the application of business impact and outcome based
project management methods?

This study is primarily written for practitioners in the fields of user experience, service design and
IT project management. It offers a summary of seven outcome-oriented project management and
planning methods. It has also identified six themes and four conceptions, bringing insights into
how practitioners practically apply impact methods and how they conceptualize them.
The findings bring insight into how these methods are being used, how practitioners reason and
think about them. This is important for these reasons:
•

Managing for outcomes isn’t a new idea and the seven methods described provide
different approaches to the problem, from different angles and perspectives. These tools
are valuable additions to a practitioner’s toolbox. It would appear (based on the research
in this study) that most practitioners pragmatically choose tools and methods based on fit,
why a larger toolbox is an asset.

•

Impact mapping, effect managing and goal managing are widely used but have so far not
been investigated themselves. Research has focused on their use for specific cases but not
aimed at an understanding and account of the methods themselves. The findings of this
study can support practitioners in the use of these methods and what the strengths of
each method is in relation to the others.

•

These methods are gaining adoption as more and more services and customer facing
functions are being digitalized. Effect managing is a popular term and is frequently used
in decisive contexts such as project contracts, proposals and tenders. It is therefore of
significance to know what we mean by it and in what ways practitioners conceptualize it.

•

The benefits of using these methods go beyond boosting project success rates but also
appear to include changes to workplace culture with greater collaboration and job
satisfaction. This is a surprising finding which should be studied further.
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CONCLUSION
Many IT projects fail. According to a much-quoted report (Hastie & Wojewoda, 2015), this number
is between 19% and 52%. In an attempt to address this, methods that focus on the intended
outcome of a project rather than the means and budget, have gained popularity. However not
much research has been done regarding how these methods are used or how their practitioners
conceptualize them and their use.
The thesis consists of:
•

A literature review of project management methods, methodologies and models designed
to result in business benefits.

•

A survey to practitioners of so called “impact methods” (Effect Managing, Goal Managing
and Impact Mapping).

•

A qualitative interview study to contribute to the understanding of how impact methods
being used, applied and how their practitioners conceptualize them.

.
This thesis and its associated study has:
1. Presented seven different outcome-oriented project management methods by describing
their intended usage, process, deliverables and roles involved in their use and their relation
to one another:
•

Benefits Management

•

PENG

•

Effect Managing

•

5 model

•

Effects-driven IT development

•

Goal managing

•

Impact Mapping

2. Reported findings regarding how practitioners work with impact methods through six
different themes, emphasizing multiple similarities in how these methods are being used,
created, what advantages they’ve provided, and how the process is implemented in various
organizations and projects.
3. Reported findings on how practitioners conceptualize the use and application of impact
methods, resulting in four conceptions:
A.

Impact methods are about having clear goals, providing the practitioner the means to
measure and provide evidence of progress.

Achieving business impact with IT: A qualitative study of the practice and theory of driving change with technology, interaction and service design

128 (145)

B.

Impact methods are about designing for user needs, in which the practitioner’s role is
primarily about being perceptive to user needs.

C.

Impact methods are about linking user benefits and features to business benefits, thereby
providing a logical argument for features and design decisions.

D.

Impact methods are a way to think about problem-solving, in which the use of these
methods has become internalized by the practitioner and is viewed as a generic problemsolving strategy.

A surprising finding of this study was the potential positive influence on workplace collaboration
and teamwork as the result of adopting impact methods. This is a potential venue for future
research.
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Appendix
1. Survey
A Google Form was used to do a survey. An invitation to participate was posted in two LinkedIn
discussion groups about UX.
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Eight responses were received.
The survey contained a notice regarding the purpose of the research and how the data was going
to be used and stored:
Den här undersökningen genomförs som en del av mitt uppsatsarbete i
kognitionsvetenskap vid Linköpings universitet om hur dessa metoder används för att
planera och styra IT-projekt.
Enkäten tar cirka fem minuter att fylla.
Informationen du lämnar hanteras anonymt och med sekretess. Genom att fylla i enkäten
godkänner du att informationen du lämnar får användas i forskningssyfte.
Om du har frågor är du välkommen att mejla mig (jakob.persson@XXXXXXXXX.com) eller
ringa mig på +46 XXX XXX XXX.
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Tack för din hjälp och medverkan.
Jakob Persson
Translated:

This survey is carried out as part of my thesis work in cognitive science at Linköping
University about how these methods are being used to plan and manage IT projects.
The form takes about five minutes to fill out.
The information you provide will be handled anonymously and with respect privacy. By
filling out the form you accept that the information you provide may be used for research
purposes.
Should you have any questions, you’re welcome to email me
(jakob.persson@XXXXXXXXX.com) or call me at +46 XXX XXX XXX.
Thank you for your help and participation.

Survey questions
1. Vilka arbetsuppgifter utför du som en del av din roll?
What tasks do you perform as part of your role? [multiple choice]
¨ Grafisk formgivning av användargränssnitt, appar eller webbplatser. / Graphic design of user
interfaces, apps or websites
¨ Interaktionsdesign och framtagande av scenarion, flöden, wireframes och prototyper. /
Interaction design and creator of scenarios, flows, wireframes and prototypes
¨ Användbarhet och utvärdering/test av olika lösningar och designer för ökad
användarupplevelse och användarstöd. / Usability and evaluation/testing of different
solutions and designer for improved user experience and user support
¨ Informationsarkitektur för att göra information mer tillgänglig, sökbar och förståelig. /
Information architecture in order to make information more accessible, searchable and
understandable
¨ Användarstudier genom intervjuer, fokusgrupper eller enkäter. / User studies through
interviews, focus groups and surveys
¨ Ledning och styrning av projekt mot förväntad användarnytta. / Management and steering of
projects towards expected user benefits
¨ Programmering av användargränssnitt och interaktivitet. / Programming of user interfaces
and interactivity.
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¨ Annat / Other
2. Hur många år har du yrkesmässigt arbetat med områdena ovan?
For how many years have you worked professionally with the areas above? [single choice]
¡
¡
¡
¡

Mindre än 1 år / Less than 1 year
1 till 2 år / 1 to 2 years
3 till 4 år / 3 to 4 years
5 eller fler år / 5 or more years

3. Vad är din titel?
What’s your title?
4. I vilken stad och vilket land är du verksam?
What city and country are you active in?
5. Har du använt dig av någon av metoderna effektstyrning, målstyrning eller impact mapping?
Have you applied one of the methods called “Effect Managing”, “Goal Managing” or “Impact
Mapping”? [single choice]
¡ Ja / Yes
¡ Nej / No
6. Vilken eller vilka metod(er) tillämpade ni?
Which methods did you apply? [multiple choice]
¨ Effektstyrning / Effect Managing
¨ Målstyrning / Goal Managing
¨ Impact mapping / Impact mapping
7. Hur länge sedan var du det du senast tillämpade metoden?
How long ago did you last apply the method? [single choice]
¡
¡
¡
¡
¡

Mindre än 6 månader / Less than 6 months
6 månader / 6 months
1 år / 1 year
2 år / 2 years
Mer än 2 år / More than 2 years

8. Hur gick arbetet till senaste gången du använde dig av metoden?
How was the work performed last time you applied the method?
9. Vad har motiverat dig eller er att använda metoden?
What motivated you to use the method?
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10. Vad var din eller er främsta informationskälla till hur metoden skulle tillämpas?
What was your primary source of information on how the method should be applied?
11. Anpassade ni metoden efter era specifika behov? Om ja, ange gärna hur:
Did you adapt the method to your specific needs? If yes, please specify how.
12. Hur upplevde du att det var att använda metoden?
What was your experience using the method?
13. Vilka var de främsta lärdomarna ni kunde dra av att använda metoden?
What were the main takeaways from using the method?
14. Skulle ni använda samma metod igen eller välja en annan? Om annan, ange gärna vilken och varför.
Would you use the same method again or choose another? If another, please specify which and
why.
15. Om du vill vara med på en intervju, ange i sådana fall din e-postadress nedan:
If you’d like to be interviewed, enter your email address below.
16. Meddelade till mig:
Message for me.
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2. InUse impact map template (2017)

Fig. 33 A recent effect map (impact map) template by InUse published on April 11, 2017 and available for
download from: http://www.inuse.se/blogg/mallen-ar-kommen/

3. Interview script
Phenomenon
How professionals perceive the application of business goal and outcome-based methods for
project management.

Questions
1)

How would you describe what goal management, effect management and impact
mapping are what they mean to you?

2)

What differences, if any at all, do you see between goal management, effect management
and impact mapping?

3)

Which of these methods have you used?

4)

How do you view the application of these methods in various kinds of projects?

5)

How would you describe the projects in which one of these methods has been used?

6)

In the cases these methods have been used or applied, have you perceived that there’s
been a need to make modifications of the method chosen and if so, in what ways?
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7)

How do you view these methods in relation, and in comparison, to other project methods
you have used?

Topics
•

The role of requirements

•

Scenarios

•

“Framework" vs “method"

•

Levels of the map

•

Number of goals

•

Target groups vs personas

•

Internal users

•

Side effects

•

Organization (customer) maturity

Checklist
☐ Describes the methods exhaustively enough to reveal knowledge gaps.
☐ Talks about differences between methods, if there’s sufficient experience.
☐ Describes how projects are affected by the methods.
☐ Makes statements regarding the shortcomings of a method and its suitability for different
kinds of projects.
☐ Compares the way you work with these methods to older ones that do not consider
result/effect/outcome.

4. Survey responses
How was the work performed last time you applied the method?
1)

“The [withheld] project at [name withheld] used the method by identifying effects
together with the steering committee after which the team that created the page
performed persona workshops, scenario workshops and design studies to develop specific
solutions that respond to scenarios, personas and goals.”

2)

“The customer had ideas about desired effects and the needs of target groups but these
were inconsistent and there was no connection to ongoing and planned activities. I used
the method to point out these issues.”

3)

“An internal system is to be upgraded in several steps. We have done a high level effect
mapping effort for the entirety in which we: performed half a dozen pre-interviews with
key staff, modeled an effect goal during a workshop, interviewed about 20 users with
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different profiles, performed a new workshop during which we agreed on the effect goal
and prioritized the users, made a new conceptual design for a future version of the system.
This was delivered as a pilot study. We have now begun an implementation project during
which we’ve started with detailed design of each module, in order of priority. We’ve also
built and deployed a couple of modules.”
4)

“New web strategy and concept. Gathered a group of decision makers and defined effect
goals based on business strategies and customer insights.”

5)

“Web project for a large member organization. Impact mapping was done upon our
recommendation in order to create alignment regarding what the goals of the website are
and based on those, invest in the right things.”

6)

“Migration of document management to a Sharepoint solution. There was a requirement
to use as many standard features as possible instead of making custom solutions.”

7)

“Sales tool, in which we’d convinced the customer of the benefits of making an effect map
before and showing how we can use the effect map during and after the project. No direct
demands from the customer other than they being part of the process of choosing whom
to interview, in which they partook to some extent.”

What motivated you to use the method?
1)

“The method is a given: it should be noteworthy not to connect the work done to effects
to be achieved.”

2)

“Traceability between effect, needs and actions as well as demand for prioritization are
the primary benefits of the method.”

3)

“Connecting the organizational goals with the design + clarity in priorities have been
strong reasons.”

4)

“It’s rather obvious I think. You don’t do an IT projects because it’s fun but to accomplish
some sort of benefit for business and users. For me, effect/goal management means
defining effect goals and manage towards them, at the same time as you map the goals to
the real needs of the users.”

5)

“Gojko, and initially the book “Effect Managing IT” [Ottersten, Balic] which was an eyeopener.”

6)

“To be able to prioritize and measure benefits.”

7)

“The support we get from the effect map during the work. It offers good support during
concept, design and development of the service. It works throughout the process and
provides clarity for both us and the customer.”
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What was your primary source of information on how the method
should be applied?
1)

“Primary through osmosis at [agency name withheld]. I’ve also read about impact mapping
and possibly another book on the topic. But it’s hardly rocket science.”

2)

“I’ve worked with those who developed the method.”

3)

“I’ve worked with it for a few years at [agency name withheld].”

4)

“I’ve read “Effect Managing IT” [Ottersten, Balic], “Impact Mapping” [Adzic] and lots of
blog posts (primarily Gojko Avdic [sic!] and inUse), attended inUse’s course in effect
managing, blogged myself on effect managing ([url to blog]), tested various methods in
prior projects, discussed with competent colleagues”

5)

“Youtube videos with Gojko and his book initially, but also a fair bit of my own practical
application. I’ve also taken part of InUse’s work in projects.”

6)

“Attended a course in effect mapping, coaching by colleagues at [agency name withheld].”

7)

“Books that exist, knowledge that exists internally since before but we also pick up things
through blogs and sometimes also lectures.”

Did you adapt the method to your specific needs? If yes, please specify
how.
1)

“Absolutely. In this case the desired effects were already defined and were delivered as
input to the project at the start. The method has been adapted in the sense that it’s not
the only method we’ve used, but it rather works as one out of many aspects that we
manage the project towards.”

2)

“Perhaps not for my needs but I always adapt my way of working based on the customer’s
needs and abilities.”

3)

“Always :) but the basic principles are similar.”

4)

“In this case I would have done it differently if I were in charge but we worked with an
agency that managed the process so effect management took a backseat role. I realized
late that I’d have to do something about it so it had to fit in with time constraints,
primarily. I’d say the ‘method’ is is very free, generally speaking. I don’t follow any exact
recipe. It’s about defining effect goals, gathering customer insights and using these when
making decisions and discussions during the course of the project. How you go about it
depends on the size of the assignment, level of ambition, number of people involved, how
much you know about the business and users et c.”
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5)

“Yes. In this case we also developed something we call ‘Needs Personas’ to map out how
and what types of users we were dealing with. Large surveys have also been done with
members, offering some input.”

6)

“The method is so flexible and scalable that it didn’t need to be adapted.”

7)

“Well, the method for how we develop it is rather similar throughout all projects. How we
later visualize the effect map could differ. How it’s done depends on the specific project.”

What was your experience using the method?
1)

“Easy for the customer to understand. Focus on what’s most important.”

2)

“I’m getting used to it.”

3)

“It’s necessary to have clear goals and work user-centered to achieve quality. It’s often
appreciated since decision makers feel they’re getting better control of the project by
getting to define the goals.”

4)

“It’s extremely difficult to create goals and KPI’s that companies and organizations can
back fully. That’s the hardest part of the method and it’s where knowledge of the specific
field of business is very important, but organizational structure and maturity matter too. “

5)

“It offers an easy-to-understand visual representation of the benefits that is expected to
arise and that this benefit is created through use.”

6)

“Good support, we can create alignment around decisions through it.”

What were the main takeaways from using the method?
1)

“We couldn’t really find that many takeaways or learnings from using the method as such.
But research into scenarios and personas offered valuable material for how we’ve
managed the project.”

2)

“The importance of prioritizing.”

3)

“Are you referring to learnings regarding the method the project? We learned a lot about
how our key users affect the business goals. It’s always important to produce a relevant
effect goal to know what to study during the target group analysis.”

4)

“I’ve learned a lot over the years. Among them, taking care to communicate why you do
something, for example define an effect goal or talk to users.”

5)

“We’ve done this many times so no concrete learning regarding the method. It’s obvious
that it creates value for the customer.”

6)

“Good communication tool and support in prioritizing and validating.”
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7)

“That the picture of what’s to be done doesn’t exist at the very beginning (not at 100%)
which can make it difficult, whom to interview or that you see in retrospect that you’d
have liked to interview more.”

Would you use the same method again or choose another? If another,
please specify which and why.
1)

“Like I said, it is a given. There’s no reason not to connect business goals with user goals.
It’s more reasonable that those opposed offer motivation [for their point of view].
Furthermore, it’s my opinion that it’s complementary. That is, it’s not enough to use
ONLY this method to manage a project well.”

2)

“Yes, but not just that one. I’m inspired by many methods.”

3)

“Yes. I don’t know what method would replace it. Effect mapping is being used to connect
business goals with use goals in order to generate requirements regarding the properties
of solution. Then you complement it with other models that have their strengths. For
example sketches, prototypes, customer journeys, scenarios.”

4)

“Like I said, I don’t see this is as ‘a method’ but rather as a philosophy, perhaps. I’ll
absolutely keep working effect-oriented and user-centered as long as I work with UX.

5)

“We use it frequently, like I said, and try to develop our own process to produce goals et c
in a running fashion.”

6)

“Yes, will use it again.”

7)

“I’m rather happy with working with effect maps like we do today and adding Lean UX to
the mix.”
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