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What is UX Research?
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TL;DR
UX Research builds a testing roadmap to achieve 
SUB pod goals & overarching OKRs 

JANUARY 2023 6

Into a test and learn roadmapTranslates these plans
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1 Current SUB Pod Tests

2 Why introduce UX Research to SUB Pod?

3 Practical Example

4 Next Steps

Highlights



SVB Neue Montreal (Headings) Bierstadt (Body)

SVB Confidential

You can run tests with out a 
UX Research practice



Current Tests
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Homepage Test

JANUARY 2023 10

If we reposition “cold” modules up the page, and “hot” 

modules down the page,

then we’ll learn if “cold” content is of interest

among startup founders

because they will have an opportunity to see it right away.

Hypothesis:

Control Test Variant B
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Product Grid

If we make the card image and headline clickable,

then we’ll get more signups

among startup founders

because they quickly found what they wanted.

Hypothesis:
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Problem:
Testing isn’t directly tied to OKRs

JANUARY 2023 12
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Without a UX Research 
practice, we don’t have an 
optimization roadmap that 
utilizes our analytics data
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Hypo 1 Test Hypo 2 Test Hypo 3 Test Hypo 4 Test Hypo 5 Test Hypo 6 Test

Solution:
UX research provides us with a foundation to 
collect and measure towards a unified goal

JANUARY 2023 14

February 2023 March 2023 April 2023 May 2023 June 2023 July 2023

1%

2%

3%

4%

5%

6%

7%

8%

9%

10%

Le
ad

 A
cc

ep
ta

nc
e 

R
at

e

2023 Goal – 10% Increase in Lead Acceptance Rate



UX Research on
SUB Pod
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Problem:
We know our current voice is
SVB product & service centric

JANUARY 2023 16
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And it works ok.
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But we also know 60-80% of 
our leads are rejected by sales
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So, how do we fix it?
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Our problem could be anywhere, and is likely in multiple places

JANUARY 2023 20
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How do we decide 
what to test first?
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Hypo 1 Test Hypo 2 Test Hypo 3 Test Hypo 4 Test Hypo 5 Test Hypo 6 Test

To get us here

JANUARY 2023 22
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SVB Neue Montreal (Headings) Bierstadt (Body)

SVB Confidential

You guessed it.
UX Research

JANUARY 2023 23
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UX Research is a 5 Step 
repeatable framework

JANUARY 2023 24

OKRs + Measure 
of Success

Data Documentation

Analysis

Research

Planning

Execution

Testing

Optimization

2 Week Sprint 2 Week Sprint 2 Week Sprint 2 Week Sprint 2 Week Sprint 2 Week Sprint

UX Research

1

2

3

4

5

6

7

8
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Hypo 1 Test Hypo 2 Test Hypo 3 Test Hypo 4 Test Hypo 5 Test Hypo 6 Test

To get us here:
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2023 Goal – 10% Increase in Lead Acceptance Rate
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Good news, we already do 
many of these steps
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We combine research and 
data to take a disciplined 
approach to deciding too 
much upfront



SVB Neue Montreal (Headings) Bierstadt (Body)

SVB Confidential

We let our ideal clients 
tell us the story they 
want to hear
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Our current pod organization

JANUARY 2023 29

And our relationship with CX Research Client Stories

CX Research

Content StrategyMarketing

Business Goals

Design Development Analytics

Voice of Customer UI/UX Design Build + Launch Measure

Blake

Elise

Alyson

Jesse

Steffany

Hannah

Jen

Hannah

Aiko

Aiko

Rob

DEO

Atticus

Alyson

Jen

Connor

SUB Pod

Channel Strategy

Integrated, data 
informed solutions

Alyson
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SUB Pod with UX Research practice
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Provides a research, testing + optimization framework

Content StrategyMarketing

Business Goals

Design – Execution DevelopmentAnalytics

Voice of Customer UI/UX Design Build + LaunchMeasure Testing + Optimization

Design - UX Research

Blake

Elise

Alyson

Jen

Alyson

Atticus

Jesse

Steffany

Hannah

Jen

Hannah

Aiko

Aiko

Rob

DEO

Atticus

Alyson

Jen

Connor Jesse

SUB Pod

Channel Strategy

Aiko

Alyson

Client Stories

CX Research

Integrated, data 
informed solutions



Practical Example
SUB Homepage
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1 OKRs + Measure of Success

2 Data Documentation

3 Analysis

4 Research

5 Planning

6 Execution

7 Testing

8 Optimization

UX Research Practice
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This looks like a lot, but 
we’re already allocating 
time and resources to 
many of these steps
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UX Research reduces 
optimization tail chasing

JANUARY 2023 34
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And provides a predictable path towards 
measurable results

JANUARY 2023 35

OKRs + Measure 
of Success

Data Documentation

Analysis

Research

Planning

Execution

Testing

Optimization

2 Week Sprint 2 Week Sprint 2 Week Sprint 2 Week Sprint 2 Week Sprint 2 Week Sprint

UX Research

1

2

3

4

5

6

7

8
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Hypo 1 Test Hypo 2 Test Hypo 3 Test Hypo 4 Test Hypo 5 Test Hypo 6 Test

Like this!
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The RACI chart shows roles and 
responsibilities within UX Research framework

JANUARY 2023 37
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Step 1 – Big Picture:
Know the OKRs

JANUARY 2023 38

And align measurement goals to those OKR’s Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Step 1 – Big Picture:
Define Goals + Measures of Success

JANUARY 2023 39

What results are we aiming for in this work? Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Next, we get into 
documenting (not analyzing) 
the existing data
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Step 2 - Documentation:
Map the existing funnel

JANUARY 2023 41

Google

SVB 
Home
page

Startup 
Insights 

Blog

Display

Thank you.

Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Step 2 - Documentation:
Document Data Points

JANUARY 2023 42

Analytics data: Jan 1, 2022 – Feb 1, 2023

Google

SVB 
Home
page

Startup 
Insights 

Blog

Display

Traffic Sources

34,000 Bounce 33,400 don’t Engage Form

64,000 Unique Pageviews 2% (600) of 34,000 Engage Form

Thank you.

300 don’t Complete Form

50% (300) of 600 Engage Form

240 Leads Rejected

60 became clients?

Current 51-80% form abandonment rateCurrent 50% avg bounce rate Current 70-80% rejection rate

EliseAlyson

Jen

Jesse

Steffany

Hannah

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

Blake

Aiko

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Traffic Sources

34,000 Bounce 33,400 don’t Engage Form

64,000 Unique Pageviews 2% (600) of 34,000 Engage Form

300 don’t Complete Form

50% (300) of 600 Engage Form

240 Leads Rejected

60 became clients?

Step 2 - Documentation:
Identify user journey’s

JANUARY 2023 43

Where are they coming from? What 
messages/content  have they seen?

Google

SVB 
Home
page

Startup 
Insights 

Blog

Display

Thank you.

Current 51-80% form abandonment rateCurrent 50% avg bounce rate Current 70-80% rejection rate

Where do they navigate next?

Blake

EliseAlyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Traffic Sources XX Bounce XX Bounce

XX Unique Pageviews XX Unique Pageviews

Step 2 - Documentation:
Find largest cohorts, map journey + data

JANUARY 2023 44

Blake

EliseAlyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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At this point, the team starts 
to have ideas about why 
we’re not getting signups
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It’s important to start 
documenting these ideas in 
the form of hypotheses
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For example:
“I think signups are low 
because the hero message 
is about SVB.”
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Let’s write this idea
as a hypothesis
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Step 3 - Analysis: 
A/B Test Hypothesis Writing

JANUARY 2023 49

Formula

If we [apply this],
then [this behavioral change]
will happen among [this group]
because [of this reason].

Helps us as a team craft our assumptions using the same formula Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Step 3 - Analysis: 
A/B Test Hypothesis Writing

JANUARY 2023 50

Written as hypothesis:

If we more specifically address visitors 
pain points in the hero headline,
then more signups
will happen among startup founders
because they will feel seen, understood 
and think SVB knows how to help.

Helps us as a team craft our assumptions using the same formula Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

“I think signups are low 
because the hero 

message is about SVB.”

GOAL: 10% increase in SUB lead acceptance rate

1 2 3 4 5 6 7 8
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Step 3 - Analysis: 
A/B Test Hypothesis Writing

JANUARY 2023 51

Here’s an example hypo for this Mercury tweet:

If we provide vetted investor connections,
then more inbound leads
will happen among startup founders
because they want a shortcut to getting 
funded by trusted investors.

We can also test hypos on other platforms Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8
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Step 3 - Analysis: 
Hypothesis Documentation

JANUARY 2023 52

Keep track of all ideas to revisit once research is complete Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Ideas will continue to 
surface, just keep 
documenting them!



SVB Neue Montreal (Headings) Bierstadt (Body)

SVB Confidential

Now it’s time to dive 
into research
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CX, personas, user journey’s 
and competitor messaging
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This work is best done 
content strategists and 
copywriters
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Traffic Sources XX Bounce XX Bounce

XX Unique Pageviews XX Unique Pageviews

JANUARY 2023 57
GOAL: 10% increase in SUB lead acceptance rate

Step 4 - Research:
Understand our Largest Cohorts of Traffic
Review the existing traffic patterns and their behavior

1 2 3 4 5 6 7 8

Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus
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Step 4 - Research:
Messaging Specific Competitive Analysis

Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

• How solution-aware is our audience?
• What are competitors saying and 

promising?
• What hypos are competitors testing?
• What problems do they assume the 

audience has?

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Step 4 - Research:
Build Cohort Persona

Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate

Apply CX Research and data 
collected from competitive analysis 
to create cohort personas 

GOAL: 10% increase in SUB lead acceptance rate
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Step 4 - Research:
Build Cohort Journey

Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate

Apply a script to the 
persona’s journey

GOAL: 10% increase in SUB lead acceptance rate
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When complete it looks 
something like this:

JANUARY 2023 61

Step 4 - Research:
Build Cohort Journey

Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rateGOAL: 10% increase in SUB lead acceptance rate
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As a team we review the research so 
we can all have a voice in ranking 
ideas that we think will move us 
towards our goal:

GOAL: 10% increase in SUB lead acceptance rate

Step 5 - Planning: 
Review research + rank hypos

1 2 3 4 5 6 7 8
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Step 5 - Planning: 
Hypothesis Ranking (VICE Framework)
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As a team we decide what ideas to test 1st, 2nd, etc. Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

Ranked in order of speed and 
ease to implement, and highest  
likelihood for success

Velocity – How long will it take to get statistically significant results?

Impact – How much impact the result we want? Direct or indirect?

Confidence – Gut feeling – how confident are we that this idea is correct?

Ease – How simple or difficult is it to get this test online? i.e. technology lift etc.

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Why rank hypos?
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Hypothesis ranking transforms lots of ideas

JANUARY 2023 65
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Hypo 1 Test Hypo 2 Test Hypo 3 Test Hypo 4 Test Hypo 5 Test Hypo 6 Test

Into a prioritized roadmap that 
measures to OKRs
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February 2023 March 2023 April 2023 May 2023 June 2023 July 2023

1%

2%

3%

4%

5%

6%

7%

8%

9%

10%

Le
ad

 A
cc

ep
ta

nc
e 

R
at

e

2023 Goal – 10% Increase in Lead Acceptance Rate
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Step 5 - Planning: 
Example Project Roadmap

JANUARY 2023 67

For a full landing page analysis a typical UX Research 
practice is around 6 – 8 weeks

Responsible Accountable Consulted Informed

OKRs + Measure 
of Success

Data Documentation

Analysis

Research

Planning

Execution

Testing

Optimize

2 Week Sprint 2 Week Sprint 2 Week Sprint 2 Week Sprint 2 Week Sprint 2 Week Sprint

UX Research

Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Atticus

1

2

3

4

5

6

7

8

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Step 5 - Planning: 
Hypothesis Rank à Project Roadmapping

JANUARY 2023 68

Hypotheses that rank highest are the pieces that get 
built and tested first.

Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Step 5 - Planning: 
Hypothesis Rank à Project Roadmapping

JANUARY 2023 69

Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Step 5 - Planning: 
Hypothesis Rank à Project Roadmapping
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Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Step 6 - Execution:
Build Out Tests
Example for Hero Image

The creative brief contains the 
hypothesis we’re testing, plus 
relevant research, analytics data 
and measures of success.

This ensures that all UX Research 
gets implemented during buildout!

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Step 7 – Testing:
Test and Measure Results
How did the test affect results?

Traffic Sources XX Bounce XX Bounce

XX Unique Pageviews XX Unique Pageviews

EliseAlyson

Jen

Jesse

Steffany

Hannah

Rob

Connor

Responsible Accountable Consulted

Atticus

Blake

Aiko

Informed
1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Step 8 – Optimize:
Team Review

1 2 3 4 5 6 7 8

As a team we review the test results 
as they relate to our goal:

GOAL: 10% increase in SUB lead acceptance rate
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Step 8 – Optimize:
Conduct optimization workshop
Revisit next hypothesis to build and test 

Blake

Elise

Alyson

Jen

Jesse

Steffany

Hannah

Aiko

Rob

Connor

Responsible Accountable Consulted Informed

Atticus

Choose the next most highly 
ranked hypothesis to build

1 2 3 4 5 6 7 8

GOAL: 10% increase in SUB lead acceptance rate
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Optimization continues until 
Measure of Success is satisfied

Then we define the next goal to go after!

1 2 3 4 5 6 7 8

User journey optimization loop
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Here’s a visual of how 
adding UX Research 
impacts our goals
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Hypo 1 Test Hypo 2 Test Hypo 3 Test Hypo 4 Test Hypo 5 Test Hypo 6 Test

February 2023 March 2023 April 2023 May 2023 June 2023 July 2023

OKR 1 OKR 2

UX Research: OKR focused testing roadmap
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SUB Pod Facts

• Huge talent
• Warm, collaborative spirit
• Positive mindset
• Complimentary skillsets
• Plus cross functional experience

And again:

A lot of this work is already being 
done so…
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Let’s do this.

Sorry Elise, I couldn’t help myself.
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Next Steps

1. Refine steps based on team feedback

2. Get clarification on RACI roles

3. Determine how we can incorporate a UX Research practice 
into our current ways of working


