
INGREDIENTS TO SUCCESSFULLY 
MANAGE CROSS-TEAM PROJECTS

…or practical tips and learnings from a cross-team project



HI, I AM TOBI

1.  Actually I am a 🧑🌾 boy

2. Living in Vienna for 4+ years

3.  Spent half my life 🏀ing too little 🎸

4. I watch cooking shows at 🌃

5.  I ⚖ coffee my the milligram

1. Worked at commercetools for 7 
years 🦖 - remotely 4 and onsite 3 

2. Technical at ❤🔥 and focusing on 
Frontend Architecture across teams

3. Focus more and more on 
organisation wide initiatives

Personal Work



AN INNOCENT DAY AT WORK

“You have to perform a 
redesign on our main interface 
in two months!”

Somebody in November 2022



WHAT ARE WE ACTUALLY BUILDING
commercetools provides the leading composable commerce platform



IT’S ALL ABOUT CONTEXT

Head of Product
- …and beyond

- Never dies
Quarterly roadmap

Design System

30+ Contributors

- Adoption varies 
- Released independently

- Contributions may vary 
by person and temporal

…technical and organisationally

Project

- 5-6 repositories 
- Many CI pipelines

14 applications

- EMs and PMs 
- UI/UX Designers

10 teams

- Users rely on the functionality

Business critical tooling



I KNOW A SOLUTION

PROJECT MANAGEMENT



PROJECT MANAGEMENT
…an art of many books

“Glad my project 
manager read all that!”

Nobody ever



OK, FINE
…we’ll do a Gantt Chart 



GROK YOUR STAKEHOLDERS

Product
- Business value 
- Effort and progress

- Peek a boo
Casual voyeur

Contributors

High and mid 
management

- Guidelines 
- Joy and togetherness

- Employee satisfaction 
- Deadline

…just like product development

Project

- Desired results 
- Predictable delivery for communication

Other departments



…a bit like a manifesto

PROJECT AXIOMS

Progress over deadlines

Break down team boundaries over silos

Momentum building over small bursts

Negativity is the enemy of progress



13 INGREDIENTS FOR PROJECTS
…without further ado

What I like to have known before running this project



PROJECT CHARTER

• Central landing page with 
project statement, the scope, 
objectives and participants

• Define documentation and 
communication structure

• Link to anything related

Why Make everything 
discoverable



PROJECT LEAD TEAM

• Work backstage and create 
alignment with stakeholders

• Remove impediments different 
roles face

• Build on existing relationships 
towards teams

Design Product Engineering

Product SpokespersonDesign

Cross functional team

Project Lead Team

Why Share responsibility with 
clear ownership lines



DEFINED MEANS OF COMMUNICATION 

• E-Mail groups and shared 
calendars

• Recurring meetings using 
Google and Remeet

• Slack channels (private and 
public) and handles

• GitHub teams and labels

Outside world

Public communication

Private communication

Project Leads

Contributors

Why Make project 
approachable 



KICKOFF MEETING

• Make stakeholders of the project 
aware

• Foster alignment between project 
participants

• Details who is involved and their 
roles the expected communication 
lines

• Recorded for people to rewatch

Why Prevent information 
to be missed

PM EM

HOPHOE

IC



PHASES & MILESTONES

• Centrally agreed upon phases 
for project (2-4)

• Gates between phases with 
coordinated transitions
1. Impact Analysis
2. Component adoption & reskinning
3. Layout adoption
4. Design adjustments

Why Define high level work to 
be done



ONE PROJECT BOARD

• Single pane of glass 
integrating with phases

• Updated collaboratively but 
also guided by lead team

• Linking everything across 10 
teams and six repositories

Why Order to chaos and 
oversight



ENABLE SELF MANAGEMENT

• Plan work where it 
is executed

• Give the building 
blocks to create 
similarity

• Keep it lightweight 
- it’s not a purpose 
in itself

Why Avoid 
overload



ENGINEERING SPOKESPERSON

• Each team elects a spokesperson

• Act as a communication hub for 
team

• Clearly defined ins and outs for 
responsibilities

• Collaborate more closely with 
them

Why Create community 
and alignment



SPIKE  TASKFORCES

• Practice working together in 
small groups and share 
knowledge

• Experiment and establish 
patterns

• Make things easier for 
anybody to follow

Why Fail early and define 
path for others



ENGINEERING COOKBOOKS

• Outcome of Spike Taskforce’s

• Centrally defined and 
working patterns

• Stepwise and engineering 
focussed

• Open for improvements and 
collectively iterated upon

Why Shorten time to 
contribution



WEEKLY DIGEST

• Every Friday at 3PM CET

• Celebrating progress visually

• Show progress like product 
releases

• Radiate outwards - publish 
almost obnoxiously

Why Positivity and 
momentum building



CELEBRATION

• Open to all contributors no 
matter the role

• Remote event including quiz 
and gifts

• Session on designing Memes 
reflecting the project

Why Laugh about the past



RETROSPECTIVE

• Dedicated retrospective with 
each group

• Aggregation all all retrospectives 
into one with help of Agile 
Coach

• Public and vulnerable blog post 
of what we learned

Why Learn for the future 

• Spokespeople, Design & Leads



RESUMING PROJECT IN NUMBERS

35 committers

across 587 files

Automate, automate,  
automate

2142 theme altercations

~450 PRs
353 tickets

Engineering Managers joined the fun

not in JIRA

all linked

Gradual release with a feature flag

Public announcement
Blog posts



PERSONAL LEARNINGS

Anticipate emotional tax

Project Management is a people business

Momentum positivity reinforces progress

Give structure and trust in execution



A SIDESHOW ALWAYS EXIST

Global and local priorities can contradict

Piggyback project to reduce technical debt 

Sometimes, somebody has to do somebody else’s work

Frequent status updates cost time and slow down



HAPPY ENDING

We released - just by a week late

We defined how we run cross-team projects

Using a few ingredients to make the project successful



Q&A

🙏  THANK FOR LISTENING 🙏


