
Executive Summary 
In large enterprise environments, internal operational tools frequently suffer from a severe 
"usability-value gap," where software functions technically but fails to deliver intrinsic value, 
trust, or engagement to its users. This case study details the comprehensive UX evaluation and 
strategic architecture designed to overhaul a legacy Performance Development Plan (PDP) 
platform for a Fortune 500 global enterprise services firm. 

By combining rigorous mixed-methods user research with an innovative, behavioral-driven 
design framework, the project established a clear implementation roadmap to convert a legacy 
administrative burden into a transparent, automated, and motivating talent development 
ecosystem. 

The Core Challenge: The Usability-Value Crisis 
The enterprise's legacy performance tracking tool was heavily undermined by profound user 
friction, leading to a culture of compliance-only participation rather than genuine professional 
growth. Users across the organization described the platform as an exhausting administrative 
ritual completely disconnected from real-world performance management and career 
advancement. 

To quantify the exact scope of this systemic issue, a rigorous mixed-methods baseline 
evaluation was executed. The metrics revealed a critical product failure: 

●​ System Usability Scale (SUS): The platform scored a mean SUS of 37.35 out of 100, 
officially categorizing its usability as "Poor" and placing it drastically below acceptable 
industry benchmarks. 

●​ Widespread Dissatisfaction: A staggering 88% of enterprise users rated the system 
below acceptable usability thresholds. 

●​ Zero Intrinsic Motivation: Only 1 out of 17 quantitative respondents indicated they 
would use the platform voluntarily if it were not mandated by corporate compliance. 

●​ Systemic Trust Deficit: 94% of employees viewed the platform strictly as bureaucratic 
homework with entirely unclear benefits for personal or organizational growth. 

Mixed-Methods Research Methodology 
To uncover the behavioral root causes behind these metrics and secure executive buy-in for a 
total system redesign, a deeply triangulated research approach was deployed. This ensured 
that qualitative human insights perfectly validated the quantitative data. 

Qualitative Depth 
●​ Conducted 26 semi-structured interviews balanced across three distinct enterprise 

cohorts: 13 Individual Contributors, 9 People Leaders, and 4 HR Subject Matter 
Experts. 

●​ Generated and analyzed over 700 coded affinity notes, successfully identifying 10 
dominant user pain themes. 



Quantitative Validation 
●​ Administered a structured enterprise survey mapping user sentiment to the Google 

HEART Framework (Happiness, Engagement, Adoption, Retention, Task Success). 
●​ The research instrument demonstrated excellent internal reliability with a Cronbach's 

alpha of 0.916. 

Behavioral Frameworks Applied 
●​ Evaluated user flows against Nielsen's 10 Usability Heuristics to map qualitative 

frustrations directly to objective design flaws. 

Critical Heuristic Failures & Business Impact 
The research uncovered severe structural and user interface flaws that actively obstructed 
operational efficiency and damaged workplace morale. 

1. Data Loss and Broken Trust (Violation of Heuristic 5: Error Prevention) 
●​ Frequent silent timeouts and the absolute absence of an autosave feature led to 

massive data loss. 
●​ 65% of users reported losing their work or needing external support, driving employees 

to draft their professional goals in external documents before copy-pasting them into the 
platform. 

●​ This completely undermined organizational data quality, introduced significant daily 
workflow inefficiencies, and severely eroded employee trust in corporate software 
systems. 

2. Navigation and Learnability Chaos (Violation of Heuristic 4: Consistency & Standards) 
●​ Confusing information architecture and highly inconsistent labeling forced 70% of users 

to completely "relearn" platform navigation during every single review cycle. 
●​ This drastically increased cognitive load and wasted hundreds of collective operational 

hours on routine administrative tasks. 

3. High Efficiency & Time Burden (Violation of Heuristic 7: Flexibility & Efficiency) 
●​ Outdated interfaces, forced manual data entries, and non-integrated workflows created 

grueling, multi-day completion cycles. 
●​ 65% of users rated the platform's process efficiency under a poor 3 out of 5. 
●​ This directly impacted enterprise productivity across all tiers, pulling managers and 

professionals away from core billable and strategic tasks. 

4. Severe Policy Opacity 
●​ An extreme lack of transparency around how system data was actually utilized by 

leadership to determine promotions, bonuses, and compensation structures fostered 
widespread cynicism, disengagement, and organizational distrust. 

The UX Solution: The Next-Gen Tri-Pillar Framework 



None

To bridge the usability-value gap, the strategic solution abandoned the traditional "data dump" 
form model. Instead, it introduced an integrated, behavioral-driven Tri-Pillar Performance 
Ecosystem designed to minimize user friction through automated evidence collection and 
authentic peer dynamics. 

       [ THE TRI-PILLAR ECOSYSTEM ] 
                     │ 
      ┌──────────────┼──────────────┐ 
      ▼              ▼              ▼ 
 1. OBJECTIVES  2. RECOGNITION  3. AUTO-EVIDENCE 
   (Formal)        (Social)       (Automated) 

Pillar 1: Formal Objectives 
A structured goal-setting layout featuring interactive progress bars, milestone badges, and clear 
quarterly review integrations. Individual objectives map directly into broader team priorities, 
creating an immediate line-of-sight from individual task success to overarching corporate 
strategy. 

Pillar 2: Social Recognition 
A token-based, peer-to-peer appreciation mechanic tied explicitly to core company values and 
objectives. To prevent the platform from becoming a popularity contest, the interface integrates 
built-in diversity nudges, mandatory qualitative impact statements, and strict issuance caps. 

Pillar 3: Automated Evidence 
An intelligent integration layer that automatically syncs work artifacts (such as pull requests, 
project tickets, and key deliverables) directly from production tools into the user's performance 
dashboard. This completely eliminates manual performance logging, reducing the administrative 
review documentation burden by an estimated 70%. 

Designing for System Equity & Anti-Gaming Guardrails 
Enterprise performance software is highly vulnerable to performative behavior and systemic 
bias. The architecture of this next-gen system incorporates automated algorithmic guardrails to 
actively preserve the data integrity and fairness of peer interactions. 

Quantitative System Metrics 
●​ Token Usage Rate: Maintain between 80% – 90% monthly to encourage consistent, 

healthy cultural adoption across all business units. 
●​ Diversity Index: Target score of >0.7 unique recipients per giver to mitigate favoritism 

and flag isolated "cliques" or cultural echo chambers. 
●​ Reciprocity Rate: Enforce a threshold of <20% two-way exchanges within 7 days to 

apply a decaying weight to rapid, tit-for-tat token gaming. 



●​ Gini Coefficient: Maintain an inequality distribution index of <0.35 to systemically 
monitor and report recognition concentration patterns across the organization. 

Algorithmic Safeguards & Escalation Paths 
●​ The Soft Nudge: Private, in-app UI guidance suggesting broader recognition habits 

when the system detects localized token loops. 
●​ Manager Review Summary: Anonymized trend patterns are surfaced to department 

leaders to assist with targeted, data-backed coaching conversations. 
●​ Cold Spot Detection: The organizational analytics panel automatically highlights "cold 

spots"—departments or specific roles receiving statistically low recognition relative to 
their high output volume—allowing leadership to intervene and prevent talent attrition. 

The Strategic Revamp Roadmap 
To ensure high executive confidence and an seamless technical implementation, the product 
strategy organizes system deployment into three highly prioritized phases based on 
developmental impact and technical feasibility: 

Phase P0: Reliability & Core User Flow 
●​ Execution: Deploy global autosave functionality, proactive silent timeout alerts, a unified 

single entry point, and clean inline editing workflows. 
●​ Target KPIs: ↓30% reduction in autosave failures, ↓30% reduction in external drafting 

behavior, and an immediate +10 point increase in overall System Usability Scale (SUS) 
metrics. 

Phase P1: Fit & Measurement Tailoring 
●​ Execution: Roll out dual-layer goal architectures (Team OKRs + Personal Development 

Tracks), visual milestone progress tracking, and role-tailored interface templates. 
●​ Target KPIs: ↑25% increase in mid-cycle dashboard engagement and a ↓15% 

reduction in total manager review completion times. 

Phase P2: Alignment, AI Assistance, & Transparency 
●​ Execution: Integrate plain-language policy panels explaining data-to-promotion 

mappings, implement privacy-preserving, AI-assisted performance drafting summaries, 
and offer optional cross-functional peer feedback sharing. 

●​ Target KPIs: Measurable increases in corporate transparency indexes, an ↑0.8 
increase in qualitative system satisfaction, and significantly expanded manager 
coaching coverage. 

Proactive Risk Mitigation & Ethical Product Boundaries 
Ethical Data Optics & Privacy Guardrails To eliminate any perception of internal 
workplace surveillance, the platform’s background telemetry tracks strictly 
product-experience data points (such as interface misclicks and autosave response 
times). It strictly bars individual user drill-downs from organizational analytics 



panels, utilizing a minimum data aggregation cell size of 10 to guarantee absolute 
employee privacy. 

●​ Mitigating AI Skepticism: Artificial intelligence features are strictly confined to assistive, 
human-in-the-loop draft generation. The platform fully discloses all AI participation and 
tracks user acceptance rates to optimize text relevance and maintain strong human 
oversight. 

●​ Mitigating Metric Fixation: Quantitative dashboard metrics are explicitly designed to 
inform, never replace, human leadership judgment. Enterprise review documentation 
retains mandatory qualitative narrative sections to balance hard numbers with holistic 
professional growth. 
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