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Measure (and learn) what matters
Building a data-driven and outcome focused team culture

Pete Young
Head of Digital Planning & Enablement

Australia Post
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The
Customer
Problem

My Problem
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Our customers 
told us they 
weren’t happy…

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

KEY RESULTS“ “The delivery tracking 
advice is in need of 
some work - AusPost's
competition have 
much more timely 
advice on their 
tracking systems.””

We have always been 
home when you 
deliver the note in the 
letterbox so we 
suspect that your 
people don't actually 
knock.”

Source: Parcel Receiver NPS Survey, June 2016
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Why 
does it 
matter?

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

KEY RESULTS

15%
of parcels
In 2016

Financial
costs 

Contact
centre calls

A poor customer
experience

Source: Australia Post Annual Report
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We created an 
enterprise  
vision for 
deliveries

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS
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We defined success as what matters to 
our customers: First Time Delivery

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS

First time 
delivery

Happy 
customers (NPS)

Cost 
benefits ($)
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DEFINE WHAT 
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Our 
journey
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MEASURE IT

LEARN

RESULTS

Over 100 people in a large cross 
functional agile team – MyPost

DEFINE WHAT 
MATTERS

PRIORITISE IT

All the right people, together
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MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE ITWe made the 
consumer parcel 
delivery (receiver) 
experience our top 
strategic priority

PO Boxes

Parcel lockers

Leave in a safe 
place

Parcel collect
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first time delivery

…and prioritised a single metric 
(outcome) that mattered:

Output

Outcome: 
Customer 
receiving their 
parcel

MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE IT
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FY17FY16

C
a

p
a

ci
ty

Prioritise one 
metric that 
matters:
First time 
delivery

We then dedicated all 
our capacity on one 
priority

MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE IT

95%

41% 47% 45%

69%
87%

100% 100%

0%

20%

40%

60%

80%
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MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE IT

We repositioned as a ‘problem 
solving team’, not a ‘build’ team

Viability

Desirability Feasibility
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MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE ITyour delivery, your choice

We reframed the MyPost
customer value proposition
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MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE IT

However…

Changing enterprise 
priorities is really hard

We were focused on features, 
not problems to solve

Teams were unclear on how they 
could impact first time delivery
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Problem 1:  Changing enterprise 
priorities is really hard

MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE IT

5 million
in 2016

nearly

Driving MyPost account 
acquisition…

…but first time delivery 
was now the metric that 
mattered, 
not accounts

Realign incentives and 
scorecards

Tell our story to 
everyone – go on a 
roadshow

So, we had to:
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Problem 2: From features to problems to solve 
– Objectives and Key Results

MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE IT

Amplify usage of delivery choicesObjective

Key result

MyPost

Increase usage from X% to Y% of parcels

Product OKR

Team OKR

The Force
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Problem 3: How do I impact first time delivery? 
Linking digital and physical metrics 

MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE IT

Digital 
(within team control)

Click-through 
rate

Conversion 
rate

First time delivery

Physical
(outside of team control) 

Leads to
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…to show the value of the experience

MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE IT

Digital

Metric
Click through rate

Email 
notification

Metric
Conversion rate

Delivery choices 
web page

Physical

First time delivery 
via ‘safe drop’
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DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

Our 
journey
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MEASURE IT

LEARN

RESULTS

DEFINE WHAT 
MATTERS

PRIORITISE IT

“If we have data, 
let’s look at data. 

If all we have are 
opinions, let’s go 
with mine.”

Jim Barksdale, 
former Netscape CEO

“
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We had a few 
challenges…

LEARN

RESULTS

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT

We had to become data driven with 
metrics to enable an outcome focus1

We needed to shift mindsets from delivery 
output (features) to outcomes (benefits)2

3 Measurement was more about solution 
validation then problem validation
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LEARN

RESULTS

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT1We started measuring all
digital interactions
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LEARN

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT

RESULTS

1We implemented digital analytics 
dashboards and reports

XX

XX X%

X%

XX X%

XX X%

XX X%

XX X%

XX

XX X%

X%

XX X%

XX X%

XX X%

XX X%

XX

XX X%

X%

XX X%

XX X%

XX X%

XX X%

XX

XX X%

X%

XX X%

XX X%

XX X%

XX X%

XX

XX X%

X%

XX X%

XX X%

XX X%

XX X%

XX

XX X%

X%

XX X%

XX X%

XX X%

XX X%

XXX XXX

Key result

Increase the 
proportion of 
parcels sent to a 
parcel locker or 
parcel collect 
initiated from the 
email CTA from 
42% to 90%
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LEARN

RESULTS

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT

Manual at first…

D
ig

it
a

l

…then automated and ‘live’
1We created dashboards 

and reports with target 
outcomes

XX%

XX%XX%

$X.Xm
$X.Xm

$X.Xm
$X.Xm

$X.Xm

$X.Xm

$X.Xm
$X.Xm

$X.Xm

$X.Xm

$X.Xm

$X.Xm

$X.Xm

XX%

XX%

XX%

XX%

XX%
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LEARN

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT

RESULTS

2
Quarterly objective completion rate

80% 80%

87%
96%

82% 86%

93%
92% 91%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

Output measure 
of predictability

Value of a long 
running team

Does not tell you if 
you’ve built the 
right thing

So what?

Our primary success measure was 
an output measure, not outcome
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LEARN

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT

Objective 
Build and release safe drop 
delivery preference smart 
messages

RESULTS

2Now teams cascade objectives 
and key results to measure success

Key Result
25% click-through rate 
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LEARN

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT3Measurement was mainly 
‘solution validation’ after delivery

Discovery

What is the right 
problem to solve?

Delivery

Discovery

Did we solve 
the problem?
Outcome measures

Delivery

RESULTS
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We invested more 
in discovery before 
delivery

LEARN

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT

Team Falcon

Helping to ensure we 
understand and solve the 
right problem

Guerrilla
research

Scenario
modelling

Customer
interviews

Contextual
enquiries

User testing

RESULTS

3
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What 
worked well?

LEARN

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT

Metrics enabled 
more objective 
priority and value 
discussions

1
We had more 
confidence we 
were building 
the right thing

2
Performance 
visibility built trust 
with stakeholders

3 RESULTS
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What did we 
learn?

LEARN

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT

Team vs “Management” 
dashboards are very different1

3 Measurement without 
learning is not success

2 Changing the way you work 
takes a lot of time and effort

RESULTS
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LEARN

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT

Safe drop conversion rate (daily)

When your dashboard tells 
you there is a problem…

0%

10%

20%

30%

40%

50%

60%

70%

80%

90% RESULTS
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…but the team dashboard tells you 
everything is OK

LEARN

MEASURE IT

DEFINE WHAT 
MATTERS

PRIORITISE IT

RESULTS
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DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

Our 
journey
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Measurement 
enables validated 
learning

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

It’s not about big 
data. 

It’s about big insight.

Team Jawa

RESULTS
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How we 
focused on 
learning

“Measure and learn” part of our 
delivery cadence1

3 Reinforce success is hitting key 
results, not releases

2 Showcases talk about “why” and 
results - not just “what we built”

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS
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1We made ‘measure and learn’ 
part of our delivery cadence

Shared learning…

Scrum of scrums

Wiki

Emails

Showcases

Measure/LearnDiscovery Delivery

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS
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Team Yoda

Anyone can ask 
and should 
understand

‘why’….

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS

2 We talk about and encourage 
everyone to ask “why” and “so what”

Viability

Desirability Feasibility
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Team First Order

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS

2Teams talk about results during 
showcases
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DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS

3We celebrate nailing key results 
(and just generally)… not releases
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DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

RESULTS
LEARN

Our 
journey
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We halved the number of 
customers being carded

15%
of parcels
In 2016

7.5%
of parcels
In 2018

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS

Source: Australia Post Annual Report 2018
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Our customers 
are happier…

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS

6pts
NPS is up 

Your online tracking and 
email notification system is 
simply awesome!“ ”“We now get options. No 
longer am I away from home 
for 5mins only to get home 
and find the card advising 
my parcel could not be 
delivered as no-one was 
home.

”Source: Parcel Receiver NPS Survey



P
a

g
e

 4
5

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS

We increased customer 
usage of delivery choices
over 600%

PO Boxes

Parcel lockers
Leave in a safe 

place
Parcel collect
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We now have a 
world leading 
mobile app

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS

Team Sith

63k ratings
Australia Post

4.8
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Also… valuable ideas come from anywhere 
with clear priorities and empowered teams

DEFINE WHAT 
MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS

Long link created 
two text messages

Short link means one 
text message

This ‘tweak’ halved our SMS costs
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Final 
thoughts

DEFINE WHAT MATTERS

PRIORITISE IT

MEASURE IT

LEARN

RESULTS

Do you have a capacity 
problem, or a priority 
problem? How will you 
execute?

Are you aligned on what 
matters and what success 
looks like?

How will you share 
learning across teams?

How will you measure 
success incrementally 
and link this to metrics 
within your control? 

Celebrate them. 
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Thanks

Pete Young
Head of Digital Planning & Enablement

Australia Post
/pmcyoung

pete.young@auspost.com.au


