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ABSTRACT  
User experience (UX) design is becoming increasingly crucial for developing successful software today. It can determine 
whether or not users stay engaged with a product or service and it can also affect the time spent completing tasks which can 
make a large difference to employees when they try to get their job done. It is therefore important that organizations have 
their users in mind when developing software and that there is a maturity for UX and user-centered work. Since there are 
organizations where UX is not highly valued and where the maturity for UX is low it is interesting to find out what can be 
done to increase the UX work within these organizations, which was the aim of this thesis. The problem was addressed by 
studying a specific organization that expressed difficulty getting UX work to fit in their working routines, partly due to the 
fact that they were also working with agile software development. The organization’s maturity for UX was evaluated using 
Nielsen’s UX maturity model which is a model that describes eight different stages of UX maturity. Data was collected 
through a survey where questions were based on the UX maturity model and was then followed up with five semi-structured 
interviews. The results showed that the highest level of maturity yet reached within the organization was stage four, where 
there is a budget and plan for UX in some projects and where some teams have defined UX roles. A lower level of maturity 
could also be identified for some teams. Based on these findings, actions for how the organization can increase their UX 
maturity were discussed. These actions were concluded to be: plan for UX, find a way to show UX results, meet with real 
users, have UX professionals lead the way and structure UX work to fit with agile processes. 

 

SAMMANFATTNING  
Användarupplevelsen (UX) är ytterst viktig vid utvecklingen av framgångrika produkter.  En bra användarupplevelse kan 
vara avgörande för om användaren väljer att fortsätta använda en produkt eller tjänst. Den kan också ha en påverkan på tiden 
som det tar för en användare att slutföra en uppgift vilket kan göra stor skillnad för effektiviteten hos t.ex. anställda. Det är 
därför av vikt att system utvecklas med användaren i fokus och att det finns en mognad för UX och användar-centrerat arbete 
inom organisationer. Eftersom att det finns organisationer där användarupplevelsen inte värderas högt och där UX-mognaden 
är låg så är det intressant att ta reda på vad som kan göras för att denna UX-mognad ska öka. Målet med den här 
masteruppsatsen var att ta reda på just det. I det här arbetet studerades en specifik organisation som upplevde svårigheter med 
att få användar-centrerat arbete att passa ihop med deras övriga arbetsrutiner, bl.a. agil utveckling. Organisationens UX-
mognad utvärderades med hjälp utav Nielsens UX-mognads modell som är en modell som beskriver åtta steg av UX-
mognad. Data samlades in genom en enkät som var baserad på den här mognadsmodellen samt fem stycken semi-
strukturerade intervjuer. Resultaten visade att den högsta mognadsgraden som hittills hade uppnåtts inom organisationen var 
steg fyra, där det finns UX-budget och planering för UX i vissa projekt och där vissa team har utnämnda UX-roller. En lägre 
mognadsgrad kunde även identifieras för vissa team. Baserat på resultaten diskuterades fem stycken handlingar fram som kan 
bidra till en ökad UX-mognad för organisationen. Dessa handlingar var: planera för UX, hitta sätt att visa UX-resultat, träffa 
riktiga användare, låt de med UX-kompetens visa vägen samt strukturera UX-arbetet så att det passar med agila 
arbetsprocesser.   
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ABSTRACT 
User experience (UX) design is becoming increasingly 
crucial for developing successful software today. It can 
determine whether or not users stay engaged with a product 
or service and it can also affect the time spent completing 
tasks which can make a large difference to employees when 
they try to get their job done. It is therefore important that 
organizations have their users in mind when developing 
software and that there is a maturity for UX and user-
centered work. Since there are organizations where UX is 
not highly valued and where the maturity for UX is low it is 
interesting to find out what can be done to increase the UX 
work within these organizations, which was the aim of this 
thesis. The problem was addressed by studying a specific 
organization that expressed difficulty getting UX work to fit 
in their working routines, partly due to the fact that they 
were also working with agile software development. The 
organization’s maturity for UX was evaluated using 
Nielsen’s UX maturity model which is a model that 
describes eight different stages of UX maturity. Data was 
collected through a survey where questions were based on 
the UX maturity model and was then followed up with five 
semi-structured interviews. The results showed that the 
highest level of maturity yet reached within the 
organization was stage four, where there is a budget and 
plan for UX in some projects and where some teams have 
defined UX roles. A lower level of maturity could also be 
identified for some teams. Based on these findings, actions 
for how the organization can increase their UX maturity 
were discussed. These actions were concluded to be: plan 
for UX, find a way to show UX results, meet with real 
users, have UX professionals lead the way and structure UX 
work to fit with agile processes. 

INTRODUCTION 
User experience (UX) design is a well-established practice 
today where the main goal is to develop software of good 
quality [1]  by making sure what is being developed meets 
the users’ needs.  This is often done by continuously 
meeting with and involving users [2]. 

The extent to which UX work is taking place within an 
organization can be described as the organization’s UX 
maturity. If an organization is completely user-centered the 
UX maturity is high whereas if the UX efforts are small the 
maturity is low [3]. 

In organizations that are working with agile software 
development the UX maturity could be low due to the fact 
that the agile methodology does not directly describe how 

UX should be incorporated in working routines [4]. In agile 
software development work happens in short and iterative 
cycles and the main measurement for success is working 
software, which is to be delivered continuously. A benefit 
of the agile methodology is that the iterative and rapid work 
makes it easy to respond to change [5].  

In more traditional user-centered design (UCD) practices it 
is common to do extensive user research before 
development starts which does not rhyme well with the 
rapid phase of agile software development. When trying to 
get UX to fit with agile processes it is therefore advised that 
the work done before development should be minimized [6] 
and that most of the design work should instead happen 
continuously [7]. Getting this to work is another frequently 
mentioned challenge for working with both UX and agile 
software development, which also could result in a low UX 
maturity.  

Nielsen proposes a UX maturity model where eight 
different stages of UX maturity are described [3]. This 
model is meant to be used to determine an organization’s 
current state of UX maturity but could also work as an 
indicator for how to reach a higher state of maturity as the 
model also contains such suggestions.  

For an organization that wishes to increase their UX 
maturity it is important to realize that change does not 
happen overnight. Instead, going from a state where UX is 
not acknowledged to a state where it is fully integrated will 
need to happen gradually for the change to be truly 
established [3]. 

Purpose statement and research question  
In this thesis the IT-department of the Swedish Police 
Authority, further referenced to as “the organization”, was 
studied. The organization was chosen because the amount 
of UX work was expressed to differ among teams 
indicating that the UX maturity could be low. They also 
work with agile software development which poses certain 
challenges when it comes to incorporating UX into daily 
working routines. 

The purpose of the thesis was to determine the level of UX 
maturity within the organization. The goal was then to find 
actions that could help increase this maturity using the 
following research question: Which actions can help 
increase the UX maturity within an organization that is also 
working with agile software development? 

To answer this question a survey and five semi-structured 
interviews were conducted and the current UX maturity was 



determined. The results are presented and discussed 
followed by conclusions on how to move forward.  

THEORY AND RELATED WORK 

User experience (UX) 
UX can be described as the whole experience a user gets 
from interacting with a company and its products or 
services [8]. It accounts for the user’s perceptions before, 
during, and after use [2]. Good user experience goes 
beyond looking to what users express that they want from a 
product (or service) and instead focuses on what they need 
[8]. 
Usability covers some aspects of the user experience and is 
described as the “extent to which a system, product, or 
service can be used by specified users to achieve specified 
goals with effectiveness, efficiency and satisfaction in a 
specified context of use” [2]. Further usability have been 
described as a quality attribute for the User Interface of a 
system that identifies how well it can be used [9]. Poor 
usability can easily lead users to stop using a product or 
service or employees wasting a lot of time struggling with 
internal systems without getting any job done. 
Working to make systems more usable often happens 
through UCD which focuses on user requirements and the 
context of use. In UCD practices users are included in the 
whole development process. The work is iterative with 
continuous evaluations with users to guide the design [2].  
UX maturity 
As have already been mention, UX maturity is a way of 
describing the extent to which UX work is taking place 
within an organization [3]. Nielsen’s UX maturity model 
[10] [3] is a model describing different stages of UX 
maturity and it has been stated good for determining an 
organization’s current UX situation [11]. This model will 
therefore be used for this research.  

Nielsen’s UX maturity model consists of eight stages 
ranging from ignorance about UX to fully established UX 
practices [3] [10]. In the model Nielsen explains that the 
most certain way to truly succeed with improving UX 
maturity is to move between the suggested steps in the right 
order, since if too much change is introduced at once it will 
be hard for people to adjust. If an organization wishes to 
reach a higher level of maturity it is instead advised to try 
moving faster between the stages rather than skipping 
some.  

The stages of Nielsen’s UX maturity model [10] [3] are 
described below. 

Stage 1 – Hostility towards UX 
At the first stage people are not interested in even hearing 
about users. Instead the focus is to get things to work. To 
get out of this stage it is required that change is wanted.  

Stage 2 – Developer-centered UX 
Here people care about users and about designing for them. 
It is common that team members see themselves as users at 

this stage and that the design is based on intuition. It is not 
ideal to have team members represent users since they 
know too much about the system and are considered 
experts. This is something that needs to be understood to 
move to Stage 3. 

Stage 3 – Skunkworks UX 
Some teams start to realize the importance of not relying on 
intuition for design at this stage. Not enough efforts are 
made to collect user data so design by intuition is still 
occurring.  The UX efforts are small and ad hoc and there is 
no official recognition for UX in the organization yet. At 
this stage UX does not have any budget either. To progress 
from this stage UX work needs to show results. 

Stage 4 – Dedicated UX budget  
UX is starting to become more recognized and is now 
planned for. It is starting to get its’ own budget and the 
organization has one or a few UX specialists. These people 
are scattered across the organization and UX is viewed as 
magic to be used for touching up an interface. User testing 
is the main method used and this testing is happening late in 
the process. More proof on UX success is needed to mature 
further. 

Stage 5 – Managed usability 
Now there is an official UX group and this group has a UX 
manager that owns UX across the whole organization. The 
UX group works with making UX methodologies more 
consistent and company-specific design guidelines start to 
emerge as well. An archive for usability reports can also be 
taking shape. The UX manager needs to show management 
more of the business value of UX and can use special 
success projects for doing this.  

Stage 6 – Systematic UCD process  
The organization has understood the value of a UCD design 
process when at Stage 6. Early user research is now 
happening on important projects and the design process is 
iterative as the team realizes that the best design is not 
achieved in one round. The organization has a process for 
tracking UX quality and some UX work is present in all 
projects. The UX budget is large enough for key projects 
that are chosen based on their business value.  To move to 
the next stage it is required that everyone learns that UX is 
part of their work.  

Stage 7 – Integrated UCD 
At this stage user data is influencing the development, 
project definition and requirements phase. Early user 
research is more common and UX quality is tracked 
through quantitative metrics. There are defined usability 
goals for all projects and these goals need to be accepted 
before a project release.  
Stage 8 – User-driven Corporation  
This stage is described as “UX nirvana” and reaching this is 
hard. User data is now used to describe what projects 
should be funded and UX goes beyond screen interaction.  



UX and agile software development 
As mentioned, one challenge when working with both UX 
and agile software development is to avoid doing extensive 
user research before development has started [6]. A 
proposed solution for this challenge is to do what is called 
Little Design Up Front (LDUF) which is when only the 
most essential design work is performed before 
development begins. This is a way to adapt design work to 
agile development cycles while also making sure to get an 
overview of the overall design [6].  

Since working software should constantly be delivered in 
agile software development [5] the same needs to apply for 
UX work if combining the two practices [7]. It is therefore 
advised that design is instead built progressively in agile 
cycles by working on some pieces at the time, so called 
“design chunks”. To succeed with this it is essential that 
design goals are being set in the beginning of a project so 
that it is clear what should be achieved in terms of the 
overall design [7].  

Performing UX activities throughout a project and not only 
at a certain stage has also been advised to make sure the 
product developed meets the users’ needs [12] [13]. 
Performing field studies too late in a project can easily 
result in too little time or resources left to deal with issues 
and therefore it is valuable to do user testing earlier on [14]. 

Making sure all team members are aware of and understand 
each other’s work is another important factor to truly 
integrate UX with a team’s working routines [15] [16]. To 
reach this awareness the coordination of work needs to be 
communicated well enough to all members so that they 
know when work has been carried out and if changes are 
made that will affect what they are doing [16]. 

There is a debate about how UX designers should work in 
agile cycles. Some researchers propose that design should 
be happening one sprint ahead of development so that there 
is enough time for design activities to take place [6] [7]. 
Others argue that this makes communication and 
collaboration within the team more difficult and instead 
developers and designers should work in parallel [1] [17].  

METHOD 
To obtain an overview of the organization’s current level of 
UX maturity a survey was conducted, since surveys are 
recommended for looking at problems holistically [18]. 

The survey was followed up with semi-structured 
interviews with five of the respondents to expand on the 
data further, letting the respondents go into more depth on 
chosen areas.  

To analyze and identify themes in the qualitative data from 
both interviews and the survey a thematic analysis [19] was 
done where data was labeled and coded to find patterns.   

Survey  
The questions in the survey were designed with Nielsen’s 
UX Maturity model in mind since the model has been 

proven good for establishing an organization’s current UX 
situation [11]. 

The survey had 25 questions and was divided into three 
parts. The first part contained questions about the 
respondent’s role within the organization and was included 
to have data to group respondents by if necessary. Due to 
anonymity the respondents were not asked to entail which 
team they belonged to. In the second part the questions 
were focused on the respondent’s attitudes towards UX and 
in the third part questions were centered on UX and user-
centered work within the team. 

Before the survey was sent out a pilot test with three 
participants was conducted to test the survey’s functionality 
with a smaller crowd and to eliminate errors and 
misinterpretations. The survey was then sent to the 
department working with managing the organization’s 
systems and applications.  

Interviews 
The interviews focused on user-centered work, both in 
terms of definitions and working processes within the 
participant’s team. The combination of UX and agile 
software development was also discussed.  

The interviewees were asked to participate when 
conducting the survey. The interviews lasted for 60 minutes 
and were documented through audio recordings after 
consent from the participants.  

RESULTS  
Both survey and interview results are presented here.  

Survey 
The survey yielded 91 responses, which represents a 
response rate of approximately 23%. An overview of the 
respondents’ roles and working areas can be viewed in 
Table 1. The respondents were able to choose multiple 
answers to this question from pre-defined alternatives.  

Table 1. Overview of roles among survey participants. 

Tasks/Roles Percentage 

System development 41% 
Backend development 31% 
Frontend development 26% 

Requirements 19% 
Testing 18% 

Assignment manager 18% 
Architecture 12% 

Product specialist 11% 
UX Design 10% 

Group supervisor 10% 
Product owner 9% 
Scrum master 7% 

Support 7% 



 
Figure 1. Importance of different UX and UCD statements.

Personal views on UX and UCD 
In the survey the respondents’ personal views and 
understandings of user-centered work were evaluated. They 
were asked to value different statements belonging to UX 
and UCD practices on a scale from 1 to 5 where 1 
represented “Not important at all” and 5 represented “Very 
important”. The results can be found in Figure 1 and shows 
that respondents in general consider all statements 
important, but some are also viewed as more important than 
other. The most important statements were that a system “is 
usable”, “is fulfilling the user’s needs”, “is easy to learn” 
and “works as planned”. The respondents rated “is visually 
appealing” as the least important.  

When asked how well the mentioned statements in Figure 1 
were fulfilled for the system the respondents were currently 
working on 43% gave a neutral answer. Apart from the 
many neutral answers more respondents answered 
positively than negatively. This question poses certain 
limitations as it could be hard for participants to answer for 
all the statements in one question which should be noted 
when viewing the results in in Figure 2. 

 
Figure 2. How well participants think that current systems 

fulfill UX and UCD statements. 

When asked about advantages of working user-centered 
many respondents mentioned knowing that you develop the 
right thing. Another frequent answer was that you get an 
understanding of the users and their needs and that you 
focus on how to bring them the most value. One respondent 
said: 

“If a system does not take users into consideration the 
result will be that the system will not be used properly, that 
users find ways around it or that it leads to a bad working 
environment. If users are met by these problems it is likely 
that the system does not solve the problem it was meant to 
solve.” 

- Group Manager 1 

Understanding of user needs 
Respondents were also asked about disadvantages of user-
centered work. Several respondents reported there to be no 
disadvantages, while others said that it could be time 
consuming to involve users. Respondents also talked about 
how users with a lot of opinions could be an issue and that 
it could easily be so that some opinions got more attention 
than others: 

“Some users cry louder than others. Those users are not 
always the ones with the most significant needs.”  

- System Developer 1 

 “Sometimes opinions of individual users can be controlling 
decisions and later it turns out that the solution doesn’t fit 
other users that well.” 

- Product Specialist 
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Respondents also said that user opinions sometimes could 
be conflicting with each other making it hard to know how 
to prioritize: 

“Different users can have different opinions about what is 
good for them, without consideration that there can be 
other solutions better or more effective for users in 
general.” 

- System Developer 2 

Opinions were also said to be hard to interpret at times:  

“You get a lot of subjective opinions from users, it can be 
hard to understand what the objective needs are (what 
functionality that we should develop to please all users).” 

- UX Designer 

Participants were asked to rate their own as well as their 
teams understanding of user needs and the results show that 
they consider this understanding to be good or neutral as 
can be seen in Figure 3 and Figure 4.  

 
Figure 3. How well participants understand user needs. 

 
Figure 4. How well participants think the team understands 

user needs. 

UX within teams 
The survey also contained more questions regarding the 
respondent’s team and their user-centered work and values.  

The respondents got to grade the importance of user-
centered work within their teams on a scale from 1 to 5 
where 1 represented “Not at all important” and 5 
represented “Very important”. As can be seen in Figure 5 

30% graded the importance with a 5, and 43% graded it 
with a 4. 24% was neutral to the question, and a few were 
negative. The importance of user-centered work can be 
interpreted as being differently valued among teams even 
though it is in general seen as important.  

 
Figure 5. Importance of user-centered work in team. 

Results in Figure 6 shows that 64% of participants are part 
of a team where user-centered work is planned for but only 
28% knows that UX is included in their budget as shown in 
Figure 7. Figure 7 also tells that 41% do not know about 
whether there is a budget for UX or not and we can 
anticipate that some of these participants have a UX budget 
while some do not.  

 
Figure 6. Planning for user-centered work within team. 

 
Figure 7. Presence of UX in team budget. 

In Figure 8 we can see that 27% report that they have a 
defined UX role in their team and 64% say that they do not 
have such role. 
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Figure 8. Presence of UX role within team. 

Activities with users and UX decisions 
Further the survey contained questions about the team’s 
activities with end users, both how often they did such 
activities, who were involved and what the activities were. 
Figure 9 shows that the most commonly reported frequency 
of activities with end users were “Every week”, even 
though many of the other alternatives were also chosen.  

 
Figure 9. Frequency of activities with end users. 

Among those who reported a higher frequency of activities, 
i.e. every day, every week or every other week, many 
declared these activities to be demos, reconciliations, or 
reviews of requirements. Respondents also mentioned that 
they received direct feedback from users through emails, 
automatic surveys or phone calls on a regular basis. 
Workshops and tests were also mentioned several times as 
activities with end users. It should thereby be noted that the 
activities with users are not always activities where users 
are met with. 

The results displayed in Figure 10 show that a wide variety 
of roles were involved in these activities. While it was most 
common that the whole team, requirements analysts or 
developers took part in the activities with users, many other 

roles were also mentioned. The roles mentioned by less 
than 5 participants have been grouped under “Others”.   

 
Figure 10. Roles performing activities with end users. 

Participants were also asked who made UX and design 
decisions in their teams. The result from this question can 
be found in Figure 11. Here the roles mentioned by only 
one participant have been grouped under “Others”.  

 
Figure 11. Roles making UX and design decisions. 

In these results we can see that there are more people with a 
responsibility for UX present in decisions about UX and 
design than there are in activities with users. Some 
respondents even mentioned that they consulted with UX 
designers from other teams when making these decisions, 
see the “External UX designer” response in Figure 11. The 
fact that many roles were mentioned as taking part in 
decisions could suggest that there is no clear responsibility 
for such decisions in all teams. Some participants also 
reported that “No one” made UX and design decisions 
which is alarming as well.  
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It should be noted that for these two questions the 
respondents could name as many roles as they wanted using 
their own words. The answers have been categorized and 
grouped into what is presented in Figure 10 and Figure 11.  

Interviews 
Two system developers, one IT architect, one requirements 
analyst and one group manager were interviewed. Two of 
the interviewees were from the same team. Otherwise teams 
differed among the interviewees.  

Meaning of user-centered in teams  
All interviewees were asked to describe what user-centered 
meant to them. In one way or another, they all answered 
that it meant focusing on the users and their needs. The 
requirements analyst also pointed out the importance of 
meeting with and involving the users in the process.  

After having explained their views on user-centered work 
the interviewees were presented with the definition of UCD 
used in this paper and asked to reflect upon whether or not 
their teams worked in this way. System Developer A said 
that they did not at all follow this way of working while 
some of the other interviewees agreed that they did work 
user-centered to some extent but that they could become 
better. Two of the interviewees reacted on the iterative and 
continuous work with users included in the UCD definition. 
One of them said:  

“We work with a user dialogue but we have great potential 
of becoming even better at this […] UX thoughts would 
need to be included in an early stage.”  

- System Developer B 

The other one explained that:  

“We do not perform any deeper user studies […] rather we 
rely on that the users should be able to explain and show 
us.” 

- Group Manager A 

User involvement 
When talking about user involvement the participants 
explained how users were involved to validate what had 
been designed or developed in different ways and one of 
them said:  

“When we display what we have done and also when we 
run correct tests we have real users that perform these tests 
and provide feedback.” 

- System Developer B 

This shows that users are involved in the process but it also 
suggests that user tests happen late in this team’s work.  

One participant expressed that it could sometimes be 
difficult to get access to users and:  

“When you do get good people that really show and 
demonstrate and that can explain in a good way, then I 
think there is a risk that we use these people a little too 
much or maybe that it becomes only them.” 

- Group Manager A 

Another interviewee explained the challenge of not relying 
too much on opinions from a few people as well:  

“Just because one person says something it doesn’t mean 
that it’s true. That maturity does not exist either […] I know 
several teams that have a business specialist so they trust 
everything this person says. That is completely crazy.” 

- Requirements Analyst 

Both the requirements analyst and the group manager 
mentioned how they had business specialists that 
sometimes represented the users within their teams. These 
people could have years of experience with a certain system 
or within the organization and had domain knowledge 
invaluable to the team. The specialists could take part in 
demos, reconciliations as well as planning and prioritizing 
of work. The requirements analyst mentioned that these 
user representatives were responsible for collecting needs 
from the users and if they were not asked to use specific 
methods for doing this the requirements analyst suspected 
that they would just ask users what they needed.  

Another interviewee explained how the system they 
developed was targeted towards all citizens and because the 
user group was so big they did not have any contact with 
end users. Further this person reasoned that:  

“We are all users since we are all citizens […] at the same 
time we are an expert group since we know what to fill in. 
[…] but you can go out in the office and ask co-workers.”  

- System Developer A 

This response suggests that team members or others with a 
high expertise pose as users.  

UX competence 
When asked about difficulties of working more user-
centered System Developer B answered that not having the 
right competence could make it a challenge because the 
dedication to perform user studies could then be lacking. 
Another interviewee said that getting a UX role to the team 
would make it easier to work more with UX:  

“I think that everyone feels comfortable with getting 
someone to look at things from different perspectives and 
being able to set aside time for that too. If you are a 
developer you don’t quite set aside the time [for UX] 
because you feel that pressure to deliver a product you have 
developed.” 

- Group Manager A 



It was also mentioned that knowledge about how to deal 
with users when meeting with them could be lacking:  

 “[...] and then the team starts asking questions such as: 
‘wouldn’t it be good with a button down here?’ and as a 
requirements analyst you think ‘No! Don’t ask that question 
[…] No suggestions, just listen’. And I don’t think we have 
that maturity, not at all. We have to remind [people] about 
that all the time.”  

- Requirements Analyst 

Combining agile software development with UX 
The interviewees were also asked to reflect upon the 
combination of user-centered design and agile software 
development. One of the participants said:  

“I don’t see any problems at all with it. I almost see it as an 
advantage with user-centered for agile, because the agile 
process favor that you should have small and continuous 
change all the time which user-centered also says so they 
both go hand in hand.”  

- System Developer A 

Another participant explained how pre-studies involving 
prototypes were sometimes performed outside of the IT-
department where the team got excluded from this work. 
This participant also explained that:  

“It is a bit of a mix between waterfall pre-studies and then 
it becomes agile later when you have made a fair bit of 
progress.” 

- IT Architect 

When talking about this issue, that a lot of the UX work 
happens before the development begins, one of the 
interviewees suggested that:  

“Maybe the optimal way is that each step in the UX work 
also should be a task [in development] […] and that you 
actually can tie these tasks together and say that they are 
associated and that is quite perfect.” 

- System Developer B 

DISCUSSION  
The purpose of this research was to determine the level of 
UX maturity within the organization by using Nielsen’s UX 
maturity model. The goal was to find actions that could 
help increase the UX maturity. 

The organization’s UX maturity 
The results show that participants care and think positively 
about UX even if there were some conflicting opinions 
about whether or not teams applied the UX and UCD 
statements that were mentioned in the survey. 

Both the importance and understanding of user-centered 
work were reported good which indicate that people care 
for and accept UX. They also see the benefits of working 

user-centered which can be seen among the advantages 
mentioned. This tells us that the organization had already 
passed the first stage in Nielsen’s UX maturity model.  

When moving on in the maturity model teams start to place 
themselves at different stages. This is natural seeing as the 
model clearly states that some projects having more UX 
than others is part of the maturity process.  

Stage 2-3 
According to Nielsen’s UX maturity model a clear 
characteristic of being at the second stage of UX maturity is 
that team members pose as users with the explanation that 
they are users of the system they develop. This situation 
was mentioned by System Developer A, which also said 
that the team did not at all meet with users in their work. 
Both of these things suggest a maturity at Stage 2 even 
though the fact that this interviewee did state that the team 
members are in fact experts compared to other users can 
indicate that a progress to the third stage is about to happen.  

The use of other expert opinions was mentioned in the 
results as well and even though these opinions were said to 
be invaluable to the team the requirements analyst also 
pointed out that it becomes crazy to rely only on these 
opinions. This understanding indicates a higher level of 
maturity than that of Stage 2 among some teams or 
individuals.  

The group manager reported that they met with users but 
that limited access to them could result in that they relied 
heavily on a few users and their opinions. This is a clear 
example of having gone from only listening to experts to 
involving other users as well but where it is not done to any 
greater extent yet.  

Stage 4 
Some parts of the organization had moved past the first 
three stages of UX maturity in Nielsen’s model and were 
instead at Stage 4.  

As shown in the results UX was planned for as well as 
included in the budget for some teams. There were also 
some teams that had a defined UX role and teams that made 
use of UX expertise from other teams to make design 
decisions. This indicates that UX is present in some but not 
all teams yet.  

User testing seemed to be happening late in several cases 
since participants reported that they met with users to 
validate or show them something that they had done. There 
were also results that showed that early user research and 
testing happened at some occasions too which indicates that 
the organization could be in the process of maturating even 
further.  

There are still things from the fifth stage of UX maturity 
that have not been shown in the results such as no reporting 
of a UX manager owning UX across the whole 
organization. This suggests that there are still things that 
need to happen before the organization can declare that they 



have reached the fifth stage of maturity.  We can therefore 
conclude that Stage 4 in Nielsen’s UX maturity model is the 
highest stage yet reached for the organization.  

Actions for increasing the UX maturity 
The UX maturity model is good for making an assessment 
of an organization’s current situation. Since it is 
recommended that the stages are progressed in the right 
order looking at the requirements for the upcoming stage 
can also provide some hints as to what needs to be achieved 
to reach the next stage. The model does as well provide 
some indications for how to move on, even though 
sparingly. 

Establishing more UX practices in the organization also 
requires that the integration of UX and agile software 
development be taken into consideration. By looking at 
these two perspectives as well as using the results from the 
study actions for increasing the organization’s UX maturity 
can be shaped.  

Action 1: Plan for UX 
In the results we could see that not all teams had UX 
included in their budget or project plan yet. Changing this 
will not alone make a difference for the UX maturity but it 
is crucial to have this in place for any bigger UX efforts to 
be able to take place.  

It was mentioned in the results that access to users could be 
difficult and that this could result in meeting only with a 
few users, if any at all. This is an issue that also requires 
planning. For internal systems, this planning could be even 
more complex if employees might need to put less priority 
at other tasks to participate in user studies. Finding a 
solution for how to access users is therefore important if 
wanting to be able to perform more user studies and thereby 
become more mature when it comes to UX. 

As combining UX and agile software development have 
been mentioned as being challenging, finding ways in 
which the work for both development and design can take 
place is therefore important. How this can be done will be 
presented in its own action further on.  

Action 2: Find a way to show UX results 
To get more budget and time for UX, Nielsen’s UX 
maturity model says that UX needs to show results. The 
model also suggests different ways for how this could be 
done. One way is to compare something before and after 
UX efforts were made. Successful projects can also be used 
as an example of UX results. Another way is to define 
important measurements that you want to improve. 
Showing UX results could make goals clearer for UX work 
as well as it is easier to motivate why larger UX efforts 
should be made by showing that work has paid off. 
Depending on what is relevant for the system developed the 
measurement could vary but some examples as to what 
could be measured are effectiveness of completing a task or 
amount of job done in a certain time. User satisfaction or 
frustration could be other interesting measurements.  

Action 3: Meet with real users 
The ways of involving users seem to differ across the 
organization. Some teams let experts represent their users 
while others pose as users themselves. Some user contact 
has also been reported to happen through emails and 
surveys.  

A natural action for teams to take is to make sure that they 
also meet with real users. Even if expert users are 
invaluable they cannot replace input from other users 
completely. The same goes for collecting feedback 
electronically, even if this is an effective way of getting a 
lot of opinions it does not provide a deeper understanding 
of user behavior and context of use.  

For those already meeting with users it could be relevant to 
instead consider how this could be done even more 
frequently since the results show that users are at times 
brought in late in the process to validate and give feedback 
on what has been done.  

Doing user testing and research continuously is advised to 
better succeed with working with both UX and agile 
software development as well as to reach a higher level of 
UX maturity.  

Action 4: Have UX professionals lead the way 
The results show that far from all teams have defined UX 
roles. We could also see indications that people lack, or 
even request, knowledge about UX and design methods. In 
order to get more UX work done it is important that 
someone is taking the lead on a team level. Otherwise, as 
shown in the results, UX could easily be down prioritized in 
favor for other tasks.   

It is also important that there is knowledge within the team 
about how to perform user studies and other UX work in 
order to make sure the work is truly user-centered. 
Otherwise it is easy to end up in a situation such as the one 
described by one of the interviewees where team members 
addressed users and asked leading questions. 

It could also be an idea that the UX professionals already 
present within the organization come together and organize 
UX methodologies and design guidelines for the 
organization as a whole. This would be a good support for 
those teams that does not yet have a named UX role and it 
could help make the organization’s UX work become more 
consistent. This is a characteristic for the fifth stage of UX 
maturity in Nielsen’s model, which would be the next stage 
for the organization to reach. When developing 
methodologies and design guidelines for UX it could also 
be an idea to define how UX decisions should be made, 
since the results showed that the responsibilities for such 
decisions are not always clear. 

Another thing mentioned at the fifth stage of UX maturity is 
having a manager owning UX across the organization as 
well as leading a potential UX group. Having such a role 
would be another action regarding UX competence that 



could help increase the maturity as a whole and make the 
UX work more managed.  

Action 5: Structure UX work to fit with agile processes  
Making UX work fit with agile processes already present 
within an organization is important if wanting to increase 
UX maturity in a sustainable way. Previous research 
proposes different ways of succeeding with an integration 
of UX and agile software development that are relevant to 
take into consideration.  

The most significant thing is to avoid that all design 
happens before development begins. Otherwise it is easy to 
end up in a situation such as the one described by one of the 
interviews where a mixture of waterfall pre-studies and 
agile development happens.  

To address this issue UX work needs to be re-structured in 
a way suitable for agile processes. Previous research 
proposes LDUF, when initial UX work is minimized, to be 
one way of doing this. Other research suggests that design 
is built progressively with design chunks instead of all at 
once. Doing a combination of LDUF and design chunks 
would mean setting overall design and project goals in the 
beginning of a project and then work progressively with 
more detailed things.  

If more of the UX work should happen alongside 
development it is important to make sure that there is still 
enough time for this work to be carried out. Taking the 
advice to work one sprint ahead of development with 
design could help make sure that UX designers are not 
rushed in delivering design chunks and are able to test and 
revise ideas before they are implemented.  

It is also important to think about how the communication 
and collaboration around tasks should work. As one of the 
interviewees suggested it could be a good idea to connect 
UX and development tasks in some way to better 
communicate what work that should be carried out and how 
things should be connected. This would also lead to more 
awareness of each other’s work within a team.  

Future work 
The actions presented above are based on the results and 
previous research. Their effect is still something that will 
need to be tested and evaluated over time. Making an 
assessment in the future to see if there has been any change 
would therefore be interesting both to see if the actions 
were effective in increasing the UX maturity and to learn 
about future courses of action. 

Since a specific organization and its needs were studied in 
this case the actions suggested are adapted to fit this 
particular situation. Of course these suggestions could hold 
value to other organization as well, but they could rather 
benefit from the methods used reaching these conclusions 
in order to do an assessment of their own situations and 
needs. This could contribute to a lot of case specific future 

work which in time could be put together making more 
general conclusions.   

Method and data critique 
One thing that affected the results a great deal was the fact 
that the survey did not include a question about what teams 
the respondents belonged to. The reason for this was to 
ensure anonymity but since a lot of the questions were 
focused on describing the situation within the respondent’s 
team this would have been relevant to ask. If this would 
have been done, it would have been possible to group and 
compare data to greater extent which could have entailed 
more details and differences between teams. If the research 
was done again this would therefore have been revised.  

The data showed a large positivity towards user-centered 
work and UX and there is a chance that the people that 
answered the survey and volunteered to participate in the 
interviews were in general more interested in the area than 
those choosing not to participate. 

CONCLUSION 
From the findings of this study it could be determined that 
the highest level of UX maturity yet reached within the 
organization was Stage 4 in Nielsen’s UX maturity model 
and the organization was in the process of maturity to Stage 
5.  

Within the organization there were projects that had UX 
budget and where UX was planned for and there were also 
projects without UX budget and plans. The organization 
had UX designers but they were not present in all team and 
there were no UX manager or someone owning UX across 
the whole organization yet. 

Based on the results together with previous research, five 
key actions could be determined that could help increase 
the organization’s UX maturity. These actions were:  

1. Plan for UX 
2. Find a way to show UX results 
3. Meet with real users 
4. Have UX professionals lead the way 
5. Structure UX work to fit with agile processes 

These actions are adapted for this specific organization but 
could also be applicable to other similar situations even 
though it might be a good idea for organizations to make 
their own assessment of their UX maturity before deciding 
on courses of action.  
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