INGREDIENTS TO SUCCESSFULLY
MANAGE CROSS-TEAM PROJECTS

...or practical tips and learningg from a cross-team project
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AN INNOCENT DAY Al WORK

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

Somebody in November 2022



WHAI ARE WE AC TUALLY BUILDING

commercetools provides the leading composable commerce platform
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[1'S ALL ABOUT CONTEXT

.technical and organisationally

+ CONtr] .
SOC ong]gmogg ]I}ég};{g%rs Quar J_[eﬂy IOadmap
by person and temporal - Never dies

Head of Product

- ..and beyond
10 teams |

el Business critical tooling

- Users rely on the functionality

Design oystem .
- Adoption varies 14 applications

- Released independently - 5-6repositories
- Many CI pipelines




PROJECT MANAGEMEN T

fulfillment

»amazon




..an art of many books

‘Glad my project
manager read all that!’

Nobody ever




we'll do a Gantt Chart

Nov.- Dec. 2022 January 2023 February-March 2023 March-April 2023
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GROKYOUR STAKEHOLDERS

- Just like product development

PIOdU_CJ[ High and mid

Business value managemernt
Eierl 100 [BE@di-s> m - Employee satisfaction
- Deadline
Other departments
. — Desired results- o
COﬂ J[T-‘ bu'tO]_/S - Predictable delivery for communication
- Guidelines
- Joy and togetherness

Casual voyeur

- Peek a boo



PROJECT AXIOMS

e Frooress aver deadines -
—— Break down team boundaries over sillos —
© Momentum bullding over small bursis @ =

= Deoativity is the enemy of progress = =






PROJECT CHARTER

Make everything
discoverable Y ——

» Code (%) Issues i) Pull requests  UJ) Discussions ») Actions [ Projects 1 0 wiki () Security |~ Insights £ Settings

\'2'4 1)

2 merchant-center-redesign Frivate 7 EditPins v (O Watch 8 ~

Add file ~ <> Code ~ About

* Central landing page with

|
A repository to track issues in a boaro

project statement, the scope, s S

]

BB .github/ISSUE_TEMPLATE

objectives and participants

(1] README

Merchant Center Redesign

L}
:) e | I n e d O C U | I ' e | l ua-tl O n a n d A redesign has started to take an effect on the Merchant Center and us developers on it. It has been in the tdeekens Tobias Deek

planning for some time before. MC redesign is an initiative to improve Ul of MC to make it more attractive and look
modern. We believe it will improve our position positively influence on the number of mid market customers.

| |
C O | I I | I I u n | C a-tl O n S bru C-tu re There is more information about the reasoning on the research report.

Contributors 4

Steps in the process

1. Impact analysis

We investigate the impact of th redesign for each page

| |
* Link to anything relatea
We adopt ui-kit and app-kit components where not already as soon as possible

3. Component reskinning

o We reskin exisitng shared components non ui-kit or app-kit components with Design Tokens

4. Layout repositioning
We use new layout components to adjust layout of most pages

While working on the redesign we set up some recommneded execution guidelines.




PROJECT LEAD TEAM

Why

esign Product Spokesperson

Design Product Fngineering

Project Lead Team




DEFINED MEANS OF COMMUNICATION

\'2'41)

Outside world

Public communication

Frlvate communication

C snitribitors




KICKOFF MEETING




Define high level work to
be done

0 commercetools /| merchant-center-redesign &

¢> Code (%) Issues 7 Pullrequests [J) Discussions (») Actions [f] Projects 1 [0 wiki (O Security |~ Insights & Settings

Project phases » Centrally agreed upon phases
e

¢1.Ilmpact analysis

Goal: identify where the team has to perform work itself and get a rough understanding of its complexity.

To move towards being able to execute the redesign we need to understand its impact to all of our applications first. To do P ;
s0teams are asked to dlCS DEIWECH DNdSCS i

1. Investigate where ui-kit components should be used in order to be able to receive design updates through the new

coordinated transrtions

2. Get an overview of shared components used in the application which possibly need to be reskinned.
> We already started an inventory here but each team should get an understand of where they used components
which need to change

As other teams might also use those shared components we plan to distribute the workload fairly across teams
while Shield can help out and guide teams

|
. Impact Analysis
1 1 |

2. Component adoption & reskinning

that can be found here
4. Once the new layout components are made available they can be used Nt

For using them the styling of existing content does not have to change yet - it can move into and flow through the - _ayo u a O D I | O n
new layouts before having the new design. Please always double check this with the designers in your team.

4. Design adjustments

3. Create designs for using the new layouts and their column system where needed
Even if those components are not implemented yet their design is set

As a result teams can already start defining how content should move into those new sections. A rough example of

5. Generally keep ui-kit and app-kit updated in your respective applications(s) and repositories (mono-repo or
satellite) to ensure that updates to design tokens are made available through them

2. Component adoption




Order to chaos an
oversight Y ————

Merchant Center Redesign Iz [0

[-E} All pages ~ ﬂf Open pages ﬂfj Component adoption Component reskinn ﬂﬂ Layout adoption

ﬁ

* Single pane of glass
integrating with phases

Redesign Account > Organization Details > Custom Applications > Configuration List #62 Application Account

Redesign Account > Organization Details > Custom Applications > Details #63 Application Account

s > Installation

» Updated collaboratively but o o
also guided by lead team

* Linking everything across
teams and siX repositories

Application Audit Log

n Dashboard - Main Page




cNABLE SELF MANAGEMEN T

a o I () & github.com/orgs/commercetools/projects/57/views/2?pane=issue&itemid=16690969
I o I = O commercetools |/ Projects /| Merchant Center Redesign &
Ove rl o ad Merchant Center Redesign . . . .
Redesign Categories - Category List #1471

® Closed ‘ Private

Why

] Redesign Authentication - Sign up
I S ee C u te d Redesign Authentication - Sign up - Choose

Redesign Authentication - Sign up - Request =, Component adoption

Phases

~) [shared] Remove <ButtonGroup> #1 Type: Component removal

) [shared] Remove <Container> Type: Component removal
Application Categories

(] (] (]
. G |Ve | h e l | | ‘ d | I I ategories - Category Details - General - Change hi

Redesign Orders - Order Details - General #2  stegories - Add category

Component reskinning
ategories - Category List

b ‘ O C ‘<S -to C re a-te ®CI°sed o . : o acesig il (¥) [shared] Reskin <Tables*> Type: Component reskinning ‘
ategories - Categories Search

~) [shared] Reskin <TotalResults> i Type: Component reskinning
ategories - Category Details - General Tab
~) [internal Categories] Reskin <TextWithComponentOnRight> 8 Team: PacMan | Type: Component reskinning

1 1 '
S | | I I | ‘ I | | )PENed tnis ISSue on NovV 29, cVz< ategories - Category Details - Products Tab
~) [internal Categories] Reskin <CategoryPathBreadcrumbs> Team: PacMan | | Type: Component reskinning *

ategories - Category Details - Ext. Search Tab
Expected layout =g ) ) -
) [internal Categories] Reskin <TotalCategoriesMessage> #: Team: PacMan ' | Type: Component reskinning

ategories - Category Details - General - Move Cate

Single column: [narrowl] o - .
~) [internal Categories] Reskin <Navigation> #2 3! Team: PacMan | | Type: Component reskinning

Single column: [widel
¥ Two columns: [narrow + narrow] [internal Categories] Reskin <ChildHeaderToolbar> # Team: PacMan ' | Type: Component reskinning

Two columns: [narrow + half narrow] stomers

] ] ]
. ) [internal Categories] Reskin <CategorylList> #: Team: PacMan ' | Type: Component reskinning
& Full width

ustomers - Customer details orders tab
Depends on shared component(s)

; | ) l
| f ; n O i l l | r f ; () [shared] Reskin '<SaveToolbar> #12
— o
(v) [shared] Remove ' <Button*> #1¢

icfamare - Miietamaore lict

(v) [shared] Remove | <ColumnManager> #21

. - () [shared] Remove <Commands{List,Row}> #23

| n |_tS e (@ [shared] Remove '<Dropdowns#> #:
(@ [shared] Reskin <Image> and <ImageContainer>
() [shared] Reskin '<Met
(v) [shared] Remove '<TabContentLayout> #48

() [shared] Reskin '<CustomFields> #70

Additional notes




ENGINEERING SPOKESPERSON

Create community
and alignment

\'2'41)

Why this role exists * Fach team elects a spokesperson

1. Aligning cross-team efforts comes at a high communication cost. Research report
o This communication can be synchronous or asynchronous depending on what has to be communicated. GitHub Board

Roadmap

le of the Engineering Spokesperson

LUee

2. Successful communication requires context
o Context is hard to maintain if communication parties change. . -~
sUIdes anda ruies

3. The redesign is expected to have similar decisions to be made. ® Ac-t aS a C O m m u n i Ca-ti O n h u b fo r

o The linear cost of similar decisions being made multiple times by different people can be avoided. Clone this wiki locally

Final screens

As a result the Merchant Center Redesign requests each team to elect a spokesperson on the engineering side. This https://qithub.com/commercet
spokesperson should be ideally consistent throughout the redesign work and not change. < al I I

Responsibilities of the role

1. Being a singular communication point towards a team for any engineering discussions around the redesign for PM and

& e Clearly defined | d outs f
2. Communicate engineering complexities of the redesign towards the team and to the group of spokespeople e a r >/ e | n e I n S a n O U S O r

3. Foster aligning in terms of engineering efforts within the team by learning of other teams

L} 1 | |
4. Attend bi-weekly or weekly sync meetings with other spokespeople of the initiative re S p O n S | b | ‘ |-t| e S

What this role is not

1. The owner of the successful redesign of a given product domain

2. The only engineer working on the redesign in a given team

|
3. Somebody asked to make UX or priority decisions in regards to questions around the redesign ® < O ‘ ‘ a b O ra-te l ' I O re C | O S e ‘y W I-th
4. Always has to be a FE Chapter ambassador




Fail early and define
path for others

* Practice working together In
small groups and share
knowledge

oEX

beriment and establish

el

SRS

* Make things easier for
anybody to follow

Engineering Proof of Concepts

Tobias Deekens edited this page on Dec 1, 2022 - 1 revision

Why we do Proof of Concepts (PoCs) —

Different areas of the redesign have different ambiguities on the engineering side. We want to discover or Unknown Research
Unknowns as soon as possible. This allows us to ensure that we discover as little unknowns during a time when more GitHub Bc

people and teams get involved. Roadmap

Final scre

Guides ar

Scope of a PoC

Clone this wik

A PoC for engineering in our redesign should be: https://git]

1. Focused on an area we feel uneasy about
2. Time-boxed aimed to discover as much as possible in a given time frame

3. Not having the intend to be merged and/or shipped

An ideal PoC should last around 1-3 days and be carried out by one engineer. Ideally engineers of different teams should be
involved to start to spread knowledge and familiarity of changes needed for the redesign early.

Examples of possible PoCs

Reskinning a component

During the course of the redesign we have a Component reskinning phase in which we need to visually change a
component behind a feature flag to match the new redesign.

Reskinning a component and having essentially two visual looks of it is something we have rarely done. For ui-kit and
app-kit components we have been doing it for e.g. form pages and will for the table and inputs (among more
components). However, we also have to reskin our oldest legacy components. We want to early identify how we can do this
to be quick and easy to clean up.

Comnonent adontion



ENGINEERING COOKBOOKS

Shorten time to
contribution

Why

» Outcome of Spike laskforce’s

Quick links

* Centrally defined and
working patterns

* Stepwise and engineering
focussea

* Open for iImprovements and
collectively rterated upon




Positivity and
momentum building

¥ Loty briday at 3PM CE
* Celebrating progress visually

* Show progress like product
releases

* Radiate outwards - publish
almost obnoxiously

tdeekens on Dec 22, 2022 Maintainer = Author

Weekly Digest of Week 51 (4 edition)

1. We managed to collect 135 page issues in our GitHub Board and are about 90% # with Impact Analysis
o Massive & to anybody who contributed. We are close to # @ @ issues in total. This helps us to align, understand and share
work on the redesign

o In doing so we managed to link many shared components to page knowing where they are used like here for our Toolbar

2. We released the Merchant Center App Kit and Ul Kit
™" Through Ul Kit the inputs and data table manager and soon the stamps are now available in the new design

o fa In App Kit the user menu and nav bar have been made available in the new theme

3. We discussed on an RFC on our to be implemented Page content layout components
o There even was a PoC in a Codesandbox you can toy around with here

4. We added a new view to our GitHub Board for shared work
o Issues are grouped by "Visual Importance" and their "Usage frequency" aiming to guide us which components to reskin or
remove first when working through them starting January

5. / We finished the rollout of a redesigned welcome page (inside the application-fallback ) while adding a more clear "Home"
button for access
o The welcome page is sensitive to your role in the project your view (if you're an admin or not)

6. The Merchant Center is only tables we hear? Our table is now also available in a new design through our theme switcher

7. Last but not least we have an open #mc-redesign-engineering-spokespeople Slack channel and started to enjoy collaborating

With all of that: Merry x-mas and a happy new year ("7, 4 , [¥]). In January we will transition into our second and third phase in
Component Adoption and Component reskinning.

€ -  adnan-nodejs-test-project
@D Turn off redesign

‘ ['j E Tobias Deekens
rome Pmducts 'w; = 20 feRin i ' tobias.deekens+dev@commercetools.de

Dashboard [Afields | Search by name, description, SKU, s!

My Profile

Products [ Actons ']

e diiaa e

Manage Organizations & Teams




CeELEBRATION

\2 4V Laugh about the past

* Open to all contributors no
matter the role

* Remote event including quiz
and gifts

* Session on designing Memes
reflecting the project




RETROSPECTIVE




30 committers

Engineering Managers joined the tun o 4‘ ;O PR_S

all linked
3O3UCKELS  pyplic announcement
not in JIRA Blog posts
Automate au
automa

L [ere altercations

Gradual release with a feature flag

Olfieie
I

Co



PERSONAL LEARNINGS

e PDficiDdte emotional tax
—— Project Management Is a people business —
I Fomentum positivity reinforces progiess =

= (30Ve structure and trust iIn execifiorn ——



A SIDESHOW ALWAYS EXIST

= Global and local priorities can contradict ==

= Figoyback project to reduce technical debt =
= Dometimes, somebody has to do somebody elses Work =

¢ Freguent status updates cost time and slow down =



HAPPY ENDING

We released - just by a week late

Using a few ingredients to make the project successful

We defined how we run cross-team projects



THANK FOR LIS TENING

Hello Tobias, welcome to Test Project With Sample Data

i
11

View product list View order list

Merchant Center Guides

Get started with the Merchant Center. This section contains information to help
you launch and manage your project quickly and easily.

Get Started [  User documentation (4

commercetools APl documentation
Use our API to create integrations and custom apps for your projects.

View APl docs [

ImpEx

Use ImpEx for more advanced control over your project’s data. Bulk import or
export project data automatically.

i Press "F" to open Quick Access

Merchant Center releases

February 26, 2024

Improved Projects and Locales menus

Read more [

View all [4

APl releases

February 7, 2024

Added support for key and Messages
for Discount Codes
Read more [4

View all [4

& mc.europe-westl.gcp.escemo.com/test-project-with-sample-data/welcome

Test Project With Sample Data ~ @en ~ Welcome page today

Hello Tobias, welcome to Test Project With Sample Data Q_ Quick access F
@ Total products ¥ Total orders Q Total product ) Total cart discounts
" discounts
2,703 399 1 5
Published 2,697 Open 399
Modified 6 Confirmed 0
: Complete 0
e 0 » Activated © Deactivated
Canceled 0 @ Activated Deactivated
‘= View products = View all orders = View product discounts ‘= View cart discounts

Find out why we are the best-in-class solution!

< Explore Merchant Center documentation
Let us guide you through your exploration of the Merchant

Center.
Z Discover composable commerce NEW FEATURE
= What is composable commerce and what makes it great? You can now assign cart discounts to a

snecific store.




