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Global IT — CLIENT ACCESS EXPERIENCE (CAE) PROGRAM

\Overview\

Executive Summary\
The purpose of this document is to gain alignment on the Global IT (GIT) Client Access Experience (CAE)
programl which providers global user feedback on products and services within Global IT.\ \

Introduction\

Before the launch of the CAE program, on September 4, 2018, Global IT (GIT) developed and launched products to
Amazonians without a scalable way to collect customer experience (CX) insights. The Working Backwards process provides
a good mechanism to identify target users, their needs, and define what the customer experience could be based on an
aspirational customer journey, in most cases built based on customer’s feedback. However, if the product owner wanted
to validate this customer journey or experience would work, or wanted to learn more about how the customer works and
dive deeper into the customer’s need, significant traveling can be required.

As an example, when the Omnia® project started, both the Product and Technical Program Managers embarked in a trip
around the globe to observe how different customers performing the same function worked, with the goal of identifying
variations in their work process driven by cultural background, local regulations and needs. This resulted in a total of 4.5
weeks of travel covering the U.S. west coast (PDX, and SJC), India (BLR), UK (EDI) and Costa Rica (SJO). The amount of
traveling and expenses associated doesn’t allow this model to scale. \

f‘l’he CAE program was created )to address the need for a scalable mechanism to validate user experiences with global

presence. It is coordinated by a CAE Core Team, comprised of the \CAE Program Manager and Regional Leads for AMER,

EMEA, INDIA, and APAC, ’with a total —%s of June 1, 2019- of 30 CAE Ambassadors distributed across the globe.

rThe program allows validation of a product’s CX before anything is built or before resources have been investedL The
following quote emphasizes the importance of validating experiences as early in the process as possible:

“Many of the issues we have discovered after having built a feature could have been discovered before engineers spent
time building by using user studies, or wizard of oz testing®.”- Jeff Swanson, Amazon Global IT Product Manager-Technical

\In its first version, the CAE program focused on client access technologies, taking on Amazon Enterprise Access® (AEA) as
their number one priority to partner with to deliver the right CX. Since its launch, the CAE program has executed user
studies in products like Midway, Midway VPN, and USB security key registration. More details about these studies can be
found in Appendix D‘

fThe CAE program provides a scalable resource to improve products customer experience by working backwards from the
customer and influencing designs, by working with the product owners, that are designed around the targeted users.

Considering that CX is an area all products developed or launched by Global IT can benefit from, the CAE program will be
evolving over the next two years, expanding its coverage to all products Global IT develop and launch for Amazonians. We
will accomplish this growth by implementing project management discipline within our processes, onboard our intake
into OneDoor?*, expanding the number of CAE Ambassadors globally and ideating other services that we can provide to
the Global IT product owners community. A general overview of this roadmap is available in lAppendixl

L Omniaisa platform or suite of features designed to be a single place where IT Support Engineers can perform all their functions.

2 Wizard of Oz (originally OZ paradigm) testing is a technique of common use in usability engineering wherein an experimenter (the
“wizard”), in a laboratory setting, simulates the behavior of a theoretical intelligent computer application (often by going into another room
and intercepting all communications between participant and system). (from https://en.wikipedia.org/wiki/Wizard_of_Oz_experiment)

3 AEAisa product that will provide Amazonians with a better customer experience, enabling them to access corporate services securely from
trusted devices (laptops and mobiles) from any network without requiring a VPN connection

4 Global IT’s One Door projects intake mechanism provides a simple interface to submit project work requests, and engage GIT teams to
evaluate, approve, manage and track a project request throughout its life-cycle. More information is available at
https://w.amazon.com/bin/view/Onedoor/
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Global IT — CLIENT ACCESS EXPERIENCE (CAE) PROGRAM

Vision

The CAE program ’will improve the customer experience and productivity of AmazoniansL We will leverage resources

oswaldoa | 07.Apr.2020 (Deleted: 07.Apr.202004.Jun.201903.Jun.2019 )

distributed across the globe and existing user experience (UX) and user research study methodologies to identify usability -

problems, collect qualitative data, and determine participant’s overall satisfaction with the product. h’hese insights will be
used to influence the product designL }Since its launch in September 2018, the CAE program has contributed TK hours to

GIT’s productivity savings goal.\
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measure?
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CAE Tenets (unless you know better ones)

Customers adopt products they love — We work backwards from our ‘customers to ensure lovable products are
designed\. We do not force customers to adopt a product where we have not sought to understand their needs.

Listen, don't justify — Accept our customer problems as truths.
Minimize mindshare - Reduce what our customers must remember to be productive.

Customer experience and customer productivity gains are our North Star — While, we prioritize products that

deliver the biggest customer benefit, a product that mitigates a security risk will always be top priority.

Goals and Outcomes

1.

Create a CAE User Research _framework - GIT has used the Voice of the Customer (VOC) framework, in 2018, to

gather feedback from customers through surveys for AWS go-to-market products. GIT also currently uses the
Client Deployments framework as a gating mechanism, to ensure product experiments and deployments meet
the required IT support bar. Consumer Engagement’s Retail Engineering Design (RED) has an established user
research frameworks to walk the store® and run usability studies. CAE has combined components from these
three frameworks into the CAE User Research framework.

h’his framework gathers diverse user research at scale for products developed by GIT and AWS Corporate
Systems, and measures and deepens our understanding of the customer experience to ensure lovable products.
The data gathered influences technical and process design changes to ensure lovable products are developed
and adopted by our customers, and contributes to the CXI score. We achieve this via training GIT CAE
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Ambassadors, who engage their customers in region to gather diverse UX insights from across the globe. \

We built the framework so that it can used by fall products| |Although the initial focus of the program was on
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client access technologies and products, it is now expanding to cover all client products and technologies
developed or implemented by GIT.‘
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We will measure success of this goal through the following metrics:

. \Number of overall studies executed and per type \(UX/UsabiIity, Walk the Store, User research)

sentence, this sentence becomes unnecessary. That’s a good thing.
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e Number of products leveraging user studies
e |Number of studies|

Build a global CAE Ambassadors team — CAE Ambassadors are people in GIT \who have an affinity to listen and
not justify, and who accept our customer problems as truthsL They volunteer or are nominated by their
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studies, that’s success.
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management and have a level of effort (LOE) of up to 4 hours per week dependent on the CAE product/feature,
experiments and user data needed at the time. We track actual LOE to assure they don’t go over agreed
thresholds without agreement from regional managers.

Staff is trained on UX research (user research, usability studies, and walking the store) by the CAE Core team
(CAE program owner and Regional Leads) which ensures Ambassadors \understand and buy into the vision of the
programL ‘Iearn about UXL and are able to play the role of a study moderator and observer. They engage their

How do you know if their studies are accurate?

Can an L3 be a member? What’s the L-bar? Spell it out.

customers in region to gather diverse UX insights from across the globe. They get to influence technical and

5 Walk the Store is a self-service process that enables Product Managers, Designers, Developers, and other disciplines to identify and
eliminate likely customer experience issues with a product/feature.
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Global IT — CLIENT ACCESS EXPERIENCE (CAE) PROGRAM

process design changes through CX study result reports (See Appendix E for a sample) and by working with
product owners, to ensure lovable products are developed and adopted by our customers.

As of June 1, 2019, we have 30 GIT CAE Ambassadors, that either volunteered or were nominated by their
management, from all regions: 7 in AMER, 15 in APAC/INDIA, and 8 in EMEA. We will measure the success of this
goal based on the following metrics:

. \Number of trainers per region
e Number of ambassadors per region
e  Average of studies per ambassador‘
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3. Help improve the Customer Experience for Products — Using the CAE User Research Framework, we partner
with stakeholders both inside and outside GIT to provide Amazonians with customer experiences that make

them more productive by identifying, early in the design cycle, what works and doesn’t work for the customer.
We execute moderated user studies, in which each of the customers that participate spends between 10 to 20
minutes individually with the moderator and observers depending on the product and study complexity. This

time is not a huge commitment for the participant, and enough to capture the feedback and insights desired.

We meet on a monthly basis with CE’s Retail Engineering Design (RED) customer experience team to review our
process and results from our studies, to assure we perform them based on global Amazon standards.

We will measure the success of this goal based on the following metrics;,

e Number of products leveraging user studies
e Number of recommendations adopted as a proxy for customer experience
e  Contributions to CXI, and GIT Productivity Savings and Efficiency goals®

Services Blueprint and Best Practices

The process to request the CAE program to perform a CX study starts with the requestor filling up an intake form. The
information requested at intake, as well as the blueprint and timeline followed for the studies are documented in
Appendix A.

hhe CAE program performs two types of user studies: UX/Usability studies and user research/exploratory studies.
Detailed information about each of these studies and the best practices that apply to each type are available in Appendix
B,

success? They may be. | don’t know. The point is, have an
explanation about why they are in your back pocket in case
someone asks.

FAQ

1. Who are the key stakeholders?
Global IT Leadership, CAE Regional Leaders and Ambassadors, GIT product managers, as well as any product
owner within Global IT and partner team that can benefit from the CAE program are our stakeholders. Since the
launch of the program in September 2018, we have partnered with the following teams:

<SNIP>

5 The amount of contribution to CXI, Productivity Savings and/or Efficiency will be defined in a case-by-case basis in partnership with the
product owner, since this contribution has a hard dependency on the product and features being studied and cannot be predicted.
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