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Addressing some growing pains

after a designreorg.

Some Friction Points

Not enough time Our updates had
to iterate after updates.
critique before an

org wide visual

status meeting.
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Designer’s
calendars had
become
overloaded with
meetings.

Design and
Product Leaders
didn’t have a clear
picture of project
status and issues.

Team of 18
designers was
spread out across
12+ hour
timezones



Recognizing the system and pivoting.

| set out initially to adjust our weekly critique schedule. However, | pivoted
after recognizing that the issues were systemic.
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Weekly Critique Visual Status Team Meeting
Meeting (org wide)




Redesigning our weekly cadences.

Seeing our friction points as part of a (broken) system, | chose to
focus on 3 main cadences:

Feedback Meeting

Who was involved?

DRIVER APPROVER CONTRIBUTOR
Design Directors
DesignOps (me) WP.com Head of Design
Team Designers

Update

INFORMED

Product Leads

Engineering Leads




Mapping out our new cadences.

Team Synchronous Meeting Strategy level meeting Async post/update
Monday Tuesday Wednesday Thursday Friday
No Meeting Friday
Latest progress prepped to present Show n' Tell . . Bi-weekly Stakeholder
in Visual Status (60 minutes) Visual Status Meeting Check-in
Dotcom Design Weekly
Stand-up
1 2 3 4 5
No Meeting Tuesday
Weekly Project Review (SG%O:‘:‘J:S';
Receive Creative
Direction from Receive Live
Focused work time Focused work time Focused work time
Visual Status Feedback From Team
Meeting
S S Feedback received No Meeting Friday
Creative direction given & actad on i iy T -
! wee eam Time
et on Show n' Tell Visual Status Meeting (brown bags, team-building)

(45 minutes) (30 minutes)
No Meeting Tuesday ’Otcow‘s?aiz?u”pVJEEK'y

DCD Design Strategy Show n' Tell

Weekly Project Review Meeting (60 minutes)

Screenshots from digital whiteboarding | did to explore and map out our cadences.
Show n’ Tell is what we called our design critique.
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Defining our new rituals.

Feedback

2 weekly critiques at alternating times
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Meeting

Eliminated previous team meeting

Added “Team Time” bi-weekly meeting
focused on team building & learning

Introduced No Meeting Days

Update

Defined purposes of meetings,
eliminating need for live updates

Introduced asynchronous weekly
stand-up meeting

Added weekly project review for design
leadership team



We introduced “Team Time” as a dedicated time to

talk about anything but our projects.
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Dotcom Design @

Following

Product, brand, and marketing design for
WordPress.com.

— Posts
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Quick Links

Dotcom Design in 2022
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@390

Screenshots from “P2” (internal blogging system) post | wrote to introduce and document the new ritual.

Dotcom Design Team Time v1.0

3 Mike Shelton
9:32 am on November 15, 2018

Hey Team! As you know, as part of our meeting cadence rebalance we've created a

new arena for us, Team Time. We've taken a few lightweight baby steps to defining
that time so far and had a couple sessions already. Now lets put a little more definition

and structure around it to help ensure it's creating value for us all each time we meet.

So here I'll lay out a v1 of guidelines and structure for us to use. I'll look for immediate
feedback on it here. Then over time we can iterate and refine as we learn what works

and what doesn’t. Cool?

Purpose and Goals

Purpose

To take an intentional break from our active projects to share knowledge & skills,
converse as peers, and be fully-present with one another.

Goals

« To form bonds, synergies, and perspectives with peers so that we are able to
collaborate in our day to day work with more empathy and understanding for our

teammates.

» To utilize each of our strongest traits and skills as individuals to level up our

teammates.

» To cross-pollinate our brains with perspectives, skills, mental models, etc. from

those outside the normal boundaries of “design”.
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How might we use the time?

We used our first team time session to think about what we want use this time for and what we

don’t. This is not a comprehensive list.

Content and Topic Types

» “Lunch and learn” — someone presents on a topic or area of their expertise.

» Creative challenges & exercises — drawing, story-telling, logic puzzles, etc.

» Talks from guest speakers.

» Getting to know each other and how we each operate.

« Open discussion about topics that relate to our work (accessibility, inclusion, etc).
« Share an article to read, reflect, and discuss.

« Inspiration sharing — what inspires each us?

» Bring in stakeholders for discussion on certain topics.

» Just hang out at the “virtual” watercooler.

« Team building exercises/games - no trust falls though... unless we can figure out how to do a

remote trust fall ©o.

What to NOT use it for:

* Announcements.

» Project updates - this is a time out from our product work.

« Anything we can do better asynchronously (in P2/Slack/Freehand etc.).
« Anything that we've already got a meeting for.

» Working session.

« Something we (the whole team) needs to prepare for.

« Telling meaningless jokes or other random things to fill space.

» PUNS (this was controversial).

« Things that would normally be covered at a town hall.




To reduce meeting time, we created an asynchronous stand-up

“meeting” for updates.

Dotcom Design Weekly Standup

QA mariene ho@atc.com (not shared) Switch account =Y

Howdy! This is our weekly standup, async style. Use this form tell the team
about the top 1-3 tasks you worked on this week and the status of those tasks
right now. This is a way for you and the whole team to keep track of progress
on tasks and projects.

This form slows up 10 3 Badhs You 9o 60t nead (O 1 oul D Lasks If von v ! have ) cddatingt Lagks, use

whal you need

Note 1his standup i imended to track o FOCS WOrk, not parsora! 1asks. i3 not MetM 1O Messure your

ovotal pProcuctmty or angvae axk "h oW you! zoent YOUr emiire wene At tedl us S0OUR the tasks

relovant 10 Dotcom Desgn and our projects

Your namae *

Project Task 1

Answee the net et of Questions foc one tatk

Project Name - What project is this task for? *

I your provect (u ol histed choose "Dther” and then slate the peojec! same in the Noles/Commants

How would you rate this project’s heaith? *

Not necessanly apecdic 10 the 1ask 1ol us your gut fesling an how wall 1he overall project is going
( ) Gresn - on irack
( ;n Yollow - at risk

() Red-injeopardy

List the specific task you worked on, *

Each designer filled out this Google Form at the end of the week.
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Designer

Project

Alternate Home Page Templates

OneTheme

Fixing the Flows
Page Editor Plus
Page Editor Plus

Private by Default
Fixing the Flows
Fixing the Flows

Fixing the Flows

Fixing the Flows (the focus)
Color Schemes

Domains Improvements

Domains Improvements
Fixing the Flows
OneTheme

Fixing the Flows

Alternate Home Page Templates

Project Health

Green - on track

Green - on track

Green - on track
Green - on track

Red - in jeopardy

Green - on track
Green - on track

Yellow - at risk

Green - on track

Green - on track

Yellow - at risk

Alternate Home Page Templates Yellow - at risk

Other
Fixing the Flows

Green - on track

Alternate Home Page Templates Green - on track

Task Status

Worked through a few GitHub tickets related to the bugs we discovered in the Theme Variations |
Al : i . |25

last week. Shared some preliminary About designs with I,

| worked out a PR that should help ! “figure out a clearer structure for styles in the

One Theme.

Completed the 1hr Team Time session with [ . We spent the majority of the time review

the GH project and seeing what issue we might be able to investigate.

Competitor research

-75% - Progressing

25-75% - Progressing

100% - Completed

Research and planning 25-75% - Progressing

Trying to unblock the Jetpack piece

Remove the maximum scale limitation

Don't validate the signup form on change
Also merged a few other fixes:

----- ' ra ' Lt ’ ' ' IS~ ~

25-75% - Progressing
| 0-25% - Getting started
25-75% - Progressing

Got feedback during Show & Tell, started working on a PR for a new color scheme
UX review

Domain search usability study 0-25% - Getting started

G Suite padding/layout fixes with @:
Working on a new (file) structure for the One Theme 75-99% - Wrapping up

Billing: Move upcoming charges to a separate tab

Work with on default content 75-99% - Wrapping up
Adjusting milestones according to scope changes 100% - Completed
rr:JAae\igator | to sync with Navigator work so that page templates we"ll offer will make sense with 100% - Completed

"Remove" text button action is unclear
Worked on a 3rd iteration of the Content Slider block, including a Slide Manager panel

Premiiim Rlnrke reveniie mndel invectioatinn

25-75% - Progressing

On Monday | would populate the this spreadsheet from the survey responses, which were fed in automatically.



Crowdsourcing improvements
for our Show n’ Tell.

We ran a team Retrospective focused on
feedback and critique during a team meetup
(offsite). | then set up a working group focused

on critigue to workshop potential improvements.

Critique wasn’t Rotation of Share outs
timezone facilitators led to sometimes went
inclusive Inconsistentenc- too long,
les in format and shortening the
quality of critique time for others to
share
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Photo from retrospective during a WordPress.com Team Meetup in the Bahamas.




| took the working group’s proposal and helped execute on it.

Breakdown of Changes

Tl;dr - Change Highlights

Limit to three presenters, 15-20 minutes each, in a 60-minute period

O,

Dotcom Design ©

Increased time zone inclusivity. Two sessions each week, on different days, at different times.

Strengthened Facilitation

Followilr
M o Month-long facilitators based on interest in facilitating. Note-taking rotation continues.

Product, brand, and marketing design for

WerdBiaeicasm: o Adoption and use of a facilitator script.

o Clear expectations of facilitator role before, during, and at the end of the meeting.

Clearer presentation guidelines

—— Post x 3 3 T

= aeRe o What is and isn't appropriate for sharing in Show n’ Tell

E Pages o Clear expectations of presenter before, during, and after the meeting.
¢ Projects » Shared and consistent feedback guidelines

Note-taking changes to actionable notes.

Screenshot from “P2” (internal blogging system) post | wrote to introduce and document the changes.
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Meaningful Outcomes

> The asynchronous stand-up officially replaced over 50% of updates
happening in other channels.

» The adjustment in cadences created a boost in team morale, with most
designers reporting having 20%+ more time to design (measured by team
health survey).

> Team Time initially was valuable but attendance waned overtime. Some
Designers found it a valuable connection point, while others felt like it was
a forced ritual.
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