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Discussion of “Design at scale”
usually starts with design systems...

DESIGNING AT SCALE:
HOW INDUSTRY LEADERS
"LEVERAGE DESIGN
SYSTEMS

organizational challenges of scaling digital product design

and reveal how design systems can unite teams and

provide consistency in the face of growing product

demands.

Designing at scale:
How industry

leaders leveraae
design systems

Building a Design System:
Speed, Scale, Collaboration,
and Innovation
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...as there are two driving considerations

Consistent quality Maintain velocity
as you grow as you grow



However, Design operates
in a broader context.
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The products and features we build are simply

a manifestation of a service relationship
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Communicate a clear value Help people get the help they Support people in creating their Enable people to plan over time. Visualize the trip for planning Arm customers with information Improve the paper ticket Accommodate planning and

proposition. need. own solutions. and baoking. for making decisions. experience. booking in Europe too.
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STAGES: Shopeing, Eocking STAGES: Past-Bapking, Traved, Post-Travel STAGE: Traveling
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more savvy travelers. explicit purposes. booking on the web. reasonable timeline. with change. all times.
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Helpfulness of Rail Europe

GLOBAL |

Communicate a clear value
proposition.

Help people get the help they
need.

STAGE: Initial visit

Make your customers into better,
more savvy travelers.

Engage In social media with
explicit purposes.

STAGES: Globa STAGES: Glcbal

2. \

Support people in creating their
own solutions.

STAGES: Globa
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Helpfulness of Rail Europe

Relevance of Rail Eurc

Helpfulness of Rail Europe

Enjoyability

Helpfulness of Rail Eurape

PLANNING, SHOPPING, BOOKING |

1

Enable people to plan over time.

STAGES: Flznning, Shoppirg

Connect planning, shopping and
booking on the web.

STAG=S: Flannina, Snocpnirg,. So0kdrm

Visualize the trip for planning
and baoking.

STAGES: Sanning, Shopring

STAG=: Boo<no

Aggregate shipping with a
reasonable timeline.

Arm customers with information
for making decisions.
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Improve the paper ticket
experience.

STAGES: Past-Bopking, Travel, Post-Travel

Proactively help people deal

with change.
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Accommodate planning and
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Communicate status clearly at
all times.
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e tickets, passes and reservations
ooking so | don’t pay more

not answering the phone. How
ny question answered?

¢ Do | have everything | need?

¢ Rail Europe website was easy and friendly, but
when an issue came up, | couldn’t get help.

e \What will | do if my tickets don’t arrive in time?

e | just figured we could grab a train but there are
not more trains. What can we do now?

e Am | on the right train? If not, what next?

¢ | want to make more travel plans. How do |
do that?

e [rying to return ticket | was not able to use. Not
sure if I'll get a refund or not.

e People are going to love these photos!

e Next time, we will explore routes and availability
more carefully.

ence Is easy and friendly!

ot know sooner about which
kets and which are paper tickets.
>kets will arrive In time.

e Stressed that I’'m about to leave the country
and Rail Europe won’t answer the phone.

¢ Frustrated that Rail Europe won'’t ship tickets
to Europe.

¢ Happy to receive my tickets in the mail

® | am feeling vulnerable to be in an unknown place in
the middle of the night.

e Stressed that the train won't arrive on time for my
connection.

* Meeting people who want to show us around is fun,
serendipitous, and special.

¢ Excited to share my vacation story with
my friends.

¢ A bit annoyed to be dealing with ticket refund
iIssues when | just got home.

| Europe

’ING, BOOKING I

Enjoyability

Relevance of Rail Europe

Helpfulness of Rail Europe

Enjoyability

Relevance of Rail Europe

Helpfulness of Rail Europe

Enjoyability

Helpfulness of Rail Europe
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And with a service, what customers primarily

have to consider is their experience
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; Select Pass(es) ; itinerary options ' options ' onfirm '
Destination L
ook up Ch . Share
pages : ange Check ticket . . 4
time tables p|ans status E-ticket Print photos
at Station
D Get stamp
raileurope.com Live chat for — for refund
o uestions
Plan with Map itinerary ~ q
interactive map (finding pass) Share
" experience
May call if Buy additional (reVieWS)
DOING : : tickets
difficulties
occur
Blogs & Kayak, : Lo
; : maps
Travel sites conpare ; Print e-tickets 5
ariare v v v at home Paper tickets Plan/
1 arrive in mail Look up s
Talk with coenld timetables  arrange  activities Refquc(ajst '\an'I tlcf:ll:e;s
friends 9 Research \ travel refunds or refun
searches hotels
e What is the easiest way to get around Europe? * | want to get the best price, but I'm willing to pay a ¢ Do | have all the tickets, passes and reservations ® Do | have everything | need? e | just figured we could grab a train but there are e Trying to return ticket | was not able to use. Not
e Where do | want to go? little more for first class. | need in this booking so | don’t pay more e Rail Europe website was easy and friendly, but not more trains. What can we do now? sure if I'll get a refund or not.
THINKING e How much time should I/we spend in each ° FOAN m;cg will my whole trip cost me? What are my shipping? when an issue came up, | couldn’t get help. e Am | on the right train? If not, what next? e People are going to love these photos!
place for site seeing and activities? rade-ofis - * Rail Europe is not answering the phone. How e What will | do if mv tickets don’t arrive in time? e | want to make more travel plans. How do |  Next time, we will explore routes and availability
® Are there other activities | can add to my plan? else can | get my question answered? Y do that? more carefully.
¢ I’'m excited to go to Europe! e It's hard to trust Trip Advisor. Everyone is e Website experience is easy and friendly! e Stressed that I'm about to leave the country * | am feeling vulnerable to be in an unknown place in e Excited to share my vacation story with
¢ Will | be able to see everything | can? SO negative. e Frustrated to not know sooner about which and Rail Europe won't answer the phone. the middle of the night. L _ my friends.
FEELING e What if | can't afford this? * Keeping track of all the different products tickets are eTickets and which are paper tickets. e Frustrated that Rail Europe won't ship tickets ® Stressad that the train won't amve on time for my * A bit annoyed to be dealing with ticket refund
o | don’t want to make the wrong choice. is confusing. Not sure my tickets will arrive in time. to Europe connection. . issues when | just got home
e Am | sure this is the trip | want to take? o . . ) * Meeting people who want to show us around is fun, '
* Happy to receive my tickets in the mail! serendipitous, and special.
EXPERIENCE Relevance of Rail Europe Relevance of Rail Europe Relevance of Rail Europe Relevance of Rail Europe Relevance of Rail Europe
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Opportunities

(GO 3 /A L | —

Communicate a clear value

proposition.

STAGE: Initial visit

Make your customers into better,

more savvy travelers.

STAGES: Global

Help people get the help they
need.

STAGES: Global
Engage in social media with
explicit purposes.

STAGES: Global

Support people in creating their
own solutions.

STAGES: Global

PLANNING, SHOPPING, BOOKIN G |5

Enable people to plan over time.

STAGES: Planning, Shopping

Connect planning, shopping and
booking on the web.

STAGES: Plannina. Shoopina. Bookina

Visualize the trip for planning
and booking.

STAGES: Planning, Shopping

STAGE: Bookina

STAGES: Shopping, Booking

Aggregate shipping with a
reasonable timeline.

Arm customers with information
for making decisions.

Improve the paper ticket
experience.

STAGES: Post-Booking, Travel, Post-Travel

Proactively help people deal
with change.

STAGFES: Post-Rookina Travelina

POST-BOOK, TRAVEL, POST-TRAVEL I

Accommodate planning and
booking in Europe too.

STAGE: Traveling

Communicate status clearly at
all times.

STAGES: Post-Bookina, Post Travel




Customer Journey

STAGES Research & Planning Shopping Post Travel

Post-Booking, Pre-Travel

RAIL EUROPE Research destinations, routes and products sl Qonflrm Dellyery Payment Review &
Select Pass(es) tinerary :: options i options i Confirm
Destination
Look up Chan . Sh
: ge are
pages time tables dans ook toKet E-ticket Print s
at Station
|:| Get stamp
raileurope.com Live chat for — for refund
Plan with Map itinerary & guestions :
interactive map (finding pass) : X g Share
: : - experience
DOING : May call if Buy additional (reviews)
: difficulties tickets
: occur :
Blogs & Kayak, : bl
Travel sites conpare Print e-tickets el
arare v v M at home Paper tickets : Plan/
\ arrive in mail Look up .
Talk with —_— timetables Arrange activities Request Mail tickets
friend Google Research ] refunds for refund
rends searches . \}

e Trying to return ticket | was not able to use. Not
DW? sure if I'll get a refund or not.
ext? e People are going to love these photos!

As the service grows, so do the chances of I —————

more carefully.
bwn place in

fissures in that end-to-end experience

¢ Excited to share my vacation story with
my friends.

¢ A bit annoyed to be dealing with ticket refund
issues when | just got home.

EXPERIENCE

Opportunities

 Enjoyability |

Enjoyability |

Relevance of Rail Europe

Helpfulness of Rail Europe

Relevance of Rail Europe

Helpfulness of Rail Europe

Enjoyability |

Relevance of Rail Europe

Helpfulness of Rail Europe

Enjoyability
Relevance of Rail Europe

Helpfulness of Rail Europe

Enjoyability |

Relevance of Rail Europe

Helpfulness of Rail Europe

 Enjoyability
Relevance of Rz

Helpfulness of Rail Europe

GLOBAL . PLANNING, SHOPPIN G, BOO K N G |50 POST-BOOK, TRAVEL, POST-TRAVEL .

Communicate a clear value Help people get the help they
proposition. need.

Support people in creating their
own solutions.

Accommodate planning and
booking in Europe too.

Arm customers with information
for making decisions.

Enable people to plan over time. Visualize the trip for planning

and booking.

Improve the paper ticket
experience.

STAGE: Initial visit STAGES: Global STAGES: Global STAGES: Planning, Shopping STAGES: Planning, Shopping STAGES: Shopping, Booking STAGES: Post-Booking, Travel, Post-Travel STAGE: Traveling

Make your customers into better, Engage in social media with
more savvy travelers. explicit purposes.

Communicate status clearly at
all times.

Connect planning, shopping and
booking on the web.

Aggregate shipping with a
reasonable timeline.

Proactively help people deal
with change.

STAGES: Global STAGES: Global STAGES: Plannina. Shoopina. Bookina STAGE: Bookina STAGES: Post-Rookina Travelina STAGES: Post-Booking. Post Travel
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So Design at Scale needs a third objective:

Consistent quality Maintain velocity Ensure coherence
aS you grow aS you grow as you grow






Mechanistic modes of product/service
delivery have tapped out. It’s hard to
realize greater efficiency.



Mechanistic modes of product/service
delivery have tapped out. It’s hard to
realize greater efficiency.

Design is valuable because it reintroduces
humanism into a corporate, business,
and technological context that had
forgotten people.






téDesign is the fundamental soul
of a man-made creation that
ends up expressing itself in
successive outer layers of the
product or service.?? '






How do you scale soul?
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Processes

These may “raise the floor” for quality
and speed, but on their own they have no
soul, and risk becoming a focus in and of
themselves, inhibiting innovation.
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Processes

Jeremy Keith, Web designer and developer:

“[ D Jesign systems take their place in a long history of
dehumanising approaches to manufacturing

like Taylorism. The priorities of ‘scientific
management’ are the same as those of design systems
—1increasing efficiency and enforcing consistency.”



Processes



Processes
People



To maintain its soul, Design at Scale must
rest on a foundation of culture and people







In the Design team



In the Design team In the company


















N

NI RE

As the team grows, you cannot manage culture informally
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Make culture explicit within Design
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all readers through crafting
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Make culture explicit within Design

Shared sense of purpose Purpose statements | helped craft

For a publication’s team:

The Product Design Team champions
all readers through crafting
engaging, enriching, and enduring
experiences.

For a technical enterprise team:

The Product Design Team champions
human values throughout strategy
and development, and empowers
users by taming technical complexity
in designing reliable, safe, and
approachable experiences.
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Make culture explicit within Design

Shared sense of purpose Snagajob Design Team Values
Establish values Humility

Quality

Evidence

Context

Fearlessness



Make culture explicit within Design

Shared sense of purpose

Establish values

Demonstrate values through norms



Make culture explicit within Design

How we pledge to work with one another
Shared sense of purpose preag
: Practice with empathy, kindness, but also candor, and get to
EStab“Sh Va‘ues even love... resolution in the moment.
Demonstrate values through norms | o
Be honest, direct, and respectful and recognize it’s not about you,
In critique... it’s about the work.
Subsume personal pride for but be vocal about what you need
what’s best for the team... to succeed.
Follow through on your but don’t fear asking for help to
commitments... get out of the weeds.
Keep people in the loop with but respect one another’s time

frequent communication... and attention.
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Make culture explicit within Design

Shared sense of purpose
Establish values

Demonstrate values through norms

Make It tangible
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Scaling design culture company-wide
Product
Head of
Design Vit
Head of Head of Head of
rodu Marketin .
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Singular design leadership




Scaling design culture company-wide
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Design o
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Scaling design culture company-wide

HCD 101 / Design Thinking



Scaling design culture company-wide
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HCD 101 / Design Thinking
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https://waww. flickr.com/photos/timmyo/
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Team Leads
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Team Leads—Relationships

2

manage down

COACH



Team Leads—Relationships

Create a context to get the most out
of thelr team

® Provide a vision for success

2

ITreat the team as people,
NOT resources

manage down Uphold standards of quality

COACH



Team Leads—Relationships
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manage down

COACH



Team Leads—Relationships

@
Diplomat

manage across

2

manage down

COACH



Team Leads—Relationships

@
Diplomat

manage across

2

manage down

COACH



Team Leads—Relationships

o We’re in this

Dlplomat together

manage across

2

manage down

COACH



Team Leads—Relationships

| o We’re in this
Diplomat & together
Avoid victim stances

Manage aCross Everybody is doing their best

manage down
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Team Leads—Relationships

. ® We’re in this Stand strong for
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Team Leads—Relationships

. ® We’re in this Stand strong for
Dlplomat together your ideals
Avoid victim stances Diplomacy doesn’t mean being a pushover
maﬂ age aC rOSS Everybody is doing their best Have principles and purpose

manage down

COACH
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@
Diplomat

manage across

2

manage down

COACH
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manage across

2

manage down

COACH \/
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manage up
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Team Leads—Relationships

manage up

Because of what pivots around
them, the Team Lead is the most
® Important role on the team.

Diplomat

manage across

2

Team Leads are the in-the-trenches
stewards of the design culture.

manage down

COACH



Team Leads—Coherence

Detail Page

Shopping
Cart

browse
Make a
Reservation

Share

experience

Redeem




Team Leads—Coherence

Promotions

Shopping

Growth Cart

Detail Page

Search/

Checkout
browse

Reviews

Make a
Reservation

Share
experience
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browse Cart Reservation experience
Detail Page Checkout
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Team Leads—Coherence

Growth Search/ Shopping Make a Reviews Shr—:lre
browse Cart Reservation experience
Detail Page Checkout

Buyer
Experience

@ )
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DD
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Discovery Purchase Post-Purchase
Design Team Design Team Design Team




Team Leads—Coherence

Y 75
Y

Discovery
Design Team

B

Purchase

Design Team

£

LN
5 3

Post-Purchase
Design Team




Team Leads—Coherence

These People, not systems, are the
soul of Design at Scale

Discovery Purchase Post-Purchase
Design Team Design Team Design Team




&
Design Scale

Cornelx

SCALE DESIGN) METHODS / DELIVERABLES
F£41
Global Quantum Superposition? Design Fiction?
Ecosystem Maps, Journey Map Atiases, Wardle
Eco/System Gigamaps, CLDs, S&F Diograms, Systemic Des
Service Journey Maps, Service Blueprints, Service Safc
16x, Experience Maps, Business Origami, etc.
Product Card Sorting, User Flows, Sitemaps, CS Activiti
Apply Ergonomics/HF Principles, Advanced IA
Task Analysis, Sketching, Paper Prototyping,
Feature Wireframing, Hi-Fi Prototyping, etc.
Artifact/bxd “
Foundational e s Mt boad

And it's okay to be in precise, flexible, or even a




Feature

Artifact/Ixa

Foundational




Feature

Artifact/Ixa

Foundational




Eco/System
Service
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Design Architect
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This humanist foundation provides the soul.










* Vision

A vision aligns distributed effort.

(and 1s a subject for a different talk)




Processes
People



* Vision

Processes

...which helps ensure the systems
are serving people, not themselves.
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Org Design for
Design Orgs

BUILDING AND MANAGING IN-HOUSE TEAMS - e
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Peter Merholz
@peterme

http://petermerholz.com/

| Peter Merholz & Kristin Skinner
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