
Resolution: 

We advocate for support 
of design principles and 
then design within 
appetite/budget.



--



Even if we question 
whether we agree with 
the principled pattern or 
guideline in a specific 
instance, it makes sense 
to align to it anyway.



We can reflect on the 
guideline itself outside of 
that instance. Then, if 
necessary, change all 
future decisions as a 
result. 

Court Crawford

Resolution: 

We have to work with 
what we have within the 
appetite and budget or 
decide to adapt the 
constraints to support 
data gathering. We will 
gather data on an ongoing 
basis anyway, but we also 
have opportunity to 
incorporate feedback later 
or rely on success criteria 
and baselining.



There will be points where 
we stop incorporating new 
feedback.

Court Crawford

View

Process Map Draft

FigJam

a previous exploration of process, bound by sprint structure

these options are selected 
based on the strategic 
significance of the 
opportunity. Ideation vs 
Satisficing.

Court Crawford

From Gut to Plan: The Thoughtful 
Execution Framework
Annina Koskinen presents a framework 

she's developed to help her teams at...

spotify.design

UX Decision Criteria 
Identify and list the 
qualities which will make 
the design succeed or fai�
� Starting points: costs 

identified in problem 
definition or researc�

� Existing systems: Make 
sure to include both 
good and bad aspect�

� Even when you are just 
ballpark estimating, 
breaking decisions 
down into component 
criteria forces you to 
engage analytical 
thinking, and you are 
less likely to overlook 
important factors.

Court Crawford

Analytical + Intuitive

Biggest risks with 
complex decisions are 
failing to consider all 
aspects�
� Intuitive thinking 

overlooks issues due 
to biases, or simple 
omission due to lack of 
a methodological 
proces�

� Analytic thinking may 
dismiss issues or 
benefits that cannot be 
measured or ‘proven.�

� Solution: Balanc�
� Use analytical 

questioning to uncover 
all criteria. Include 
opportunity costs of 
inaction. If logical 
choice does not ‘feel’ 
correct: revisit problem 
definition, criteria, 
weights

Court Crawford

Warning Flag:   

Edmentum culture 
currently doesn’t know 
about and therefore align 
with the guiding 
principles, therefore they 
can’t accept that the 
principles are 
foundational. We’re at risk 
of running endless loops 
of people pleasing.

Court Crawford

these options are selected 
based on the strategic 
significance of the 
opportunity. Not all 
projects get all processes.  
Ideation vs Satisficing.

Court Crawford

Collaboration can help 
avoid framing and 
confirmation biases by 
providing a diversity of 
perspectives, ideas, and 
information.

BUT collaboration also 
creates the potential for:

Design by Committee: Too 
many cooks in the kitchen; 
Conflicting priorities and 
micromanagement slow 
down or stall progress.

Groupthink: Amplified 
biases; diverse 
perspectives are 
squelched for the sake of 
group cohesion.

Court Crawford

Structured Collaboration 
Define and communicate a 
specific process and roles 
to:

Avoid groupthink by 
requiring individual 
contributions during 
information gathering

Limit micromanagement 
by directing Enabler input 
towards specific, limited, 
helpful questions

Accelerate timelines by 
limiting ‘choice’ activities 
to only essential 
participants

Court Crawford

XD Management (MGT): 
Who does XD need to 
listen to, for what inputs? 
What are the 
stakeholders’\enablers 
subject matter expertise/
scope of influence?  

Data Science: is the 
required data available?  

Efficacy: does the data 
proposed for inclusion in 
the design accurately 
reflect our best science 
regarding high fidelity 
deployment of Edmentum 
products?  

PO: monitor for eventual 
input on feasibility within 
budget. Identify front-end 
engineer which UXD can 
partner with in the 
solution design phase.  

PdM: can we secure a 
commitment to measure 
UCSM and iterate on the 
design based on the 
result? 



PdM: what are the 
business requirements of 
the design solution, stated 
in a measurable way?



LD: does the scope of this 
effort impact the student 
experience? If so, identify 
a LD partner for the 
solution design phase.



PdM, UXD, UXW, what 
research questions do you 
need to be answered to 
increase confidence we’re 
creating a solution that 
meets user’s needs?





Court Crawford

XD Management (MGT): 
Who does XD need to 
listen to, for what inputs? 
What are the 
stakeholders’\enablers 
subject matter expertise/
scope of influence?  

Data Science: is the 
required data still 
available?  

Efficacy: does the data 
included in the design 
accurately reflect our best 
science regarding high 
fidelity deployment of 
Edmentum products?  

PO: what is the probability 
the design will be 
buildable within the PdM 
defined appetite? Does 
the front-end engineer 
have confidence the 
solution is buildable?  

PdM: is there any 
evidence that the design 
no longer meets the 
market need?



PdM: engage with 
stakeholders (probably 
ELT, not enablers), partner 
with UXD to present the 
design, partner with UXR 
to present the evidence, 
solicit buy-in from 
stakeholders if you feel it 
is necessary. Note, 
stakeholder/enabler input 
is best captured as 
business requirements, 
not ui suggestions.  

PMO: it might be a good 
opportunity to tally the 
investment made so far 
and forecast the potential 
cost of changes to the 
design at this point.



LD: (if relevant) Does the 
solution prevent 
adherence to best 
learning design principles?



XD, PMO: do our enablers 
agree that the business 
requirements are still 
valid? If not, loop back to 
PdM.







Court Crawford

XD MGT: 
When a short-term 
solution violates a long-
term principle, or when a 
local solution will 
introduce user confusion 
in other areas of the 
application outside that 
solution, it is XD’s duty to 
change short-term local 
solutions in favor of more 
global principles. This 
might be more expensive 
today. Not doing so will be 
far more expensive 
tomorrow in lowered user 
ease leading to lower 
renewal rates.

Court Crawford

Question templates 
unique to different roles 
for XD lead to use with 
each Enabler (including all 
XD roles) that clarifies 
what kind of input is being 
requested and, critically, 
what the lead designer 
shouldn’t be requesting to 
get from them.



Project lead would use 
their own template to pull 
the collected inputs 
together and identify if 
they had enough 
definition to start 
iterations.



Maybe a lot of this can 
come from a swarm, but 
maybe they won’t be able 
to get it all and need to 
request it later?

David Straight

Designers need a clear list 
of what they can say no to 
or what kind of feedback 
(or from who) they can 
disregard and what they 
can't

David Straight

Question templates for XD 
lead to use with each 
Enabler (including all XD 
roles) that clarifies what 
kind of feedback is being 
requested and, critically, 
what the lead designer 
shouldn’t be requesting to 
get from them.



Project lead would use 
their own template to pull 
the collected & 
appropriate feedback 
together and identify if 
they need to iterate 
further or freeze the 
exploration. 

David Straight

Project lead template may 
require them to fill in a 
bingo card of inputs 
befor�
� distinguish user goal 

vs. business & 
customer goa�

� determine user context 
(user type, 
environment, 
frequency, support, 
what happens before 
and after in their day, 
phase of experience, 
current behavior with/
without product, 
workarounds, anything 
else)�

� distinguish insights 
from assumptions & 
highlight riskiest 
assumptions (often 
assumptions are where 
disagreement occurs 
or where we have no 
source for what we 
consider an insight) to 
help determine if and 
what to researc�

� determine constraints 
reflect on principles: 
consider applicable 
principled tasks, 
patterns, guidance, 
components et�

� success criteria

David Straight

https://edmentum.atlassian.net/wiki/spaces/XT/pages/5154406514/Design+Technology+Collaboration

Warning Flag:



We keep looping and can’t 
align (solution completion)



How do we move forward?

David Straight

Warning Flag:



What if we don’t have time 
to finish the design to 
perfection?

David Straight

Warning Flag:



What if there is conflict 
among enablers about the 
design details and we 
can’t align?   

How do we know when to 
stop iterating?

David Straight

Warning Flag:



What if things take longer 
than expected?

David Straight

Warning Flag:



What if there is conflict 
about the problem 
definition and we can’t 
align?

David Straight

Warning Flag:



Will we always move 
forward or might we 
decide not to move into 
solutioning or completion? 



Would we ever decline to 
move forward because we 
can’t find a way forward?  

or defer and plan to come 
back when more data, 
appetite, or budget is 
available to implement a 
more valuable solution?

David Straight

Warning Flag:



What happens if the 
representative for a 
particular enabler role 
changes in the middle?   

Like a different PDM, UXD, 
etc takes over?   

Do we have to re-establish 
everything to that point? 
Or do we commit to what 
was previously  
established at each 
decision point till that 
moment?

David Straight

Resolution:  
we must commit to their 
predecessor's decisions. It 
will be incumbent on the 
XD feature lead to inform 
the new participant what 
has already been decided 
and is therefore out of 
scope for discussion. If 
the new participant 
objects, recognize it will 
blow up the budget and 
escalate the matter to 
management.

David Straight

Resolution:  
Escalate to management if 
there is significant risk.
 

At any critical junction we 
could assume the 
alternative to move to the 
next phase is escalate to 
management if the 
outcome of that phase 
suggests significant risk. 
Then there would be a 
reflection on the 
constraints established in 
the scoping document, 
cost/benefits will be 
weighed, and a decision 
reported back to the team.

David Straight

Resolution:  
A road show is a 
deliverable Court can help 
contribute to while David 
evolves the principles. 
Principles are central to 
evolving the position of 
XD as advocates for the 
user (as opposed to order 
takers for PdM and other 
stakeholders).



The first roadshow will be 
David presenting to the 
XD & IPS Team at our team 
meetings.

David Straight

Our approach to the 
solution phase would be 
to try to consider multiple 
possible solutions that 
provide different levels of 
value or different 
approaches to providing 
that value, but all must 
address the UCSM. Then 
we discuss how to right 
size.   

The idea being that with 
some amount of 
exploration we might have 
a better idea of what we 
are willing to commit to 
now and later. Which 
might mean we don't 
always say yes, when we 
shouldn't.

David Straight

Warning Flag:



What if we have little to no 
data at this stage?

David Straight

Resolution

The controls are 
established in the 
appetite. If the projected 
cost is fixed (and it always 
is), then infinite iteration is 
impossible. Stated as 
tactlessly as possible, we 
iterate until we've 
exhausted our budget, or 
until the feature lead and 
enablers feel further 
iteration will yield 
insignificant 
improvements.



As to conflict amongst 
enablers about the design 
details, the RACI 
established prior to the 
kickoff should clearly 
delineate lanes of 
expertise and who's 
consulted and who's 
informed.

David Straight

Resolution

Going back to the Medium 
article, perfection is never 
attainable and design is 
never done. We most likely 
will never feel we've 
achieved perfection and 
we need to accept that 
our goal is "as good as can 
be given the constraints 
we're working within" 
(including appetite)

David Straight

Scoping document 
drafted and prepared for 
Go Board review, with a 

flag for XD support

Does PLT sign 
off on the 

investment?

Does XD have 
capacity this 

sprint?

Scoping Doc 
author establishes 
appetite/budget 

for XD 
engagement and 

gathers input from 
XD disciplines

UXR:  
Determine if a 

usability baseline 
can be conducted 

(SUS, UMUX)

no-go

< no yes >

Add work to XD 
backlog, 

commence when 
capacity available

< no

< yes

capacity opens >

Scoping Document 
finalized with 

UCSM and XDDOD 
ENABLER buy-in

PdM: 
Kickoff



PMO:  
Smartsheet Timelines 

Established

Do Enablers agree 
the solution 

addresses the 
success criteria 

established in the 
scoping document?

UXD:

creation of stimulus 

materials for UXR study;   

may include sketches, 
wireframes, static screen 

designs, or functional 
prototypes

UXR:  
User Research Protocol 

definition, moderator guide.  

Protocols may include 
Heuristic Evaluation, 

Treejack, First Click, Survey, 
and Moderated Usability 

study

IPS:

if a survey is 

involved, plan it

UXW:

Support UXR in 

creating all 
customer and 

participant-facing 
text

validation phase

UXR:

Recruiting

UXR:

administer study

UXR:

analyze study data 
and create report

UXR:

Share study 
results with 

Enablers

UXD & UXW:

update the design

UXD & UXR & PdM:

do the results 

indicate the need to 
update the design?

no

v

yes >

UXD: 
Highest fidelity 

design  
(Figma Dev mode 

accurate)

UXW: 
Finalize copy

UXD, PMO: 
hi-fi freeze & 

release to 
engineering

close design 
phase

UXD:

Work with devs, POs and 

PdMs to make any 
unforseen changes 

needed to the design for 
development to be 

successful

UXD:

Produce any custom 

assets needed for 
development (e.g icon 

svg files etc)

UXD, PO:

Review acceptance 

criteria on stories built 
from the design to 

ensure design intent is 
preserved. May involve 

presentation to the 
sprint team.

IPS: 
Plan, write, and release 
IPS updates for each  

release

UXR: 
Validate by conducting a 
post-release measure to 
determine if the design is 

bringing value to our 
users

IPS: 
Draft Learn & Support

Do we need, and 
have capacity for, 
research prior to 

building it? 
(decision made at 

kickoff)

yes

enabler/stakeholder 


feedback freeze

yes

v

Problem Definition phase

Solution Design phase

Solution completion phase

UXR:  
Collect relevant 
SeeHive data, 

previous usability 
study reports, 

clickpath analysis, 
and persona 

documentation

UXR:

Define user-

centered success 
measures (UCSM)

UXR:

Customer Journey 

Map relevance

UXR: 
 Persona 

enhancements

UXD:

Defining 

Experience Design 
Definition of Done 

(XDDOD)

UXD:  
Review UXR-
collected data

UXD:

Design Guiding 

Principles 
relevance. What 
principles apply?

UXD:

collect artifacts to 

determine 
precedence and/or 

common 
paradigms

PMO: 
Define all Enablers



(Stakeholders will always be ELT). 
Can we partner with front-end 

engineering in the solution design 
phase, with significant consultation 

with UXD, UXR


UXW:

define content 

strategy if 
necessary

PMO

Process, RACI 
defined, with 

significant 
contribution from 

UXD, UXR

XDIPS ALL:

existing UX audit 

see https://
edmentum.sharepoint.com/:b:

/s/XD/
EceiMfVzPSRGsnI5DVHo0O8
BvtSOT5C7NY8exPGTslXEVg?

e=yHMU3B

UXD:

Site Map 

implications

UXD:

Responsive Design 

and edge 
case\error 
handling

UXD:

Story Boards

UXD:

Workflow 
diagrams

UXD:

Wireframes

UXD:

Initial comps

UXW:

UX copy draft

UXD: 
Principles review

UXW: 
Scalable content 

strategy

UXR: 
If applicable, research 
plan to baseline the 

usability of the feature 
pre-release

UXD:  
Fill out Project 
Lead Template

UXD:  
Meet with specific 
enablers to clarify

Questions 
answered 

and aligned?

yes 

v

< no

UXD:  
Draft engineering 

documentation



POs:

Draft stories

< no

UXD:  
Meet with PO and 
specific devs to 
review intended 

functionality

Are all 
questions & 
Edge cases  

addressed and 
aligned?

< no

yes

UXD: 

Update Design Guiding 
Principles as needed 

(taskonomy)

UXD: 

Clean up and publish 
draft components in 

design system

< no

STAKEHOLDE
RS, ENABLERS & 

XD TEAM: 
Do we need to 

iterate?

< yes

Warning Flag:



Something doesn’t get 
implemented right or at all.

 

How do we plan for or 
address design debt?

David Straight

Warning Flag:



What if there’s too much 
for capacity or the 
development isn’t ready to 
take real screenshots?

David Straight

Warning Flag:



What if a design pattern 
isn’t being applied with 
fidelity?   

How do we know? What 
do we do at this stage?

David Straight

Warning Flag:



Edge cases analysis 
suggests bigger problems 
with the solution.



Do we move backward?

David Straight

Warning Flag:



The UCSM say we have 
not hit our target and we 
should iterate, but no 
action is taken to prioritize 
it.



How do we prevent or 
resolve this?

David Straight

if the issue can’t be 
resolved in a chat with 

engineering, escalate to 
management

UXD + PO:

Art Sign Off


XD gives their 
approval on the 
developed work

deny

approve

IPS: 
There is a lot of IPS work 

which takes place outside 
of this process. This 

process largely represents 
only new feature work, or 

budgeted iterations on 
features.

Feature (and 
business value) 

delivered

not right now

UXR & PDM:

Was the change 

significant enough 
to warrant another 

research round?

yes

no

XDR: 
assumption testin

Court Crawford

Summarized with AI - October 24, 2024


User experience design process steps

Scoping and Planning

Scoping document prepared for review with XD support.

Establishing budget for XD engagement and gathering input 

from XD disciplines.

Finalizing Scoping Document with buy-in from UCSM and 

XDDOD ENABLER.

Design and Development Process

Kickoff and establishing Smartsheet Timelines.

Defining Enablers and stakeholders for significant 

consultation.

Drafting engineering documentation and reviewing intended 

functionality with PO and devs.

Research and Validation

Conducting usability baseline studies and defining success 

measures.

Creating stimulus materials and recruiting for user research.

Analyzing study data, updating designs, and sharing results 

with Enablers.

Issue Resolution

Addressing edge cases and aligning questions.

Updating Design Guiding Principles and publishing draft 

components.

Escalating unresolved issues to management if needed.

Iteration and Approval

Determining need for iteration and iterating if necessary.

Art Sign Off process for XD approval on developed work.

Assessing significance of changes for further research 

rounds.

Copy Link

XD Process

https://edmentum.atlassian.net/wiki/spaces/XT/pages/5154406514/Design+Technology+Collaboration
https://edmentum.sharepoint.com/:b:/s/XD/EceiMfVzPSRGsnI5DVHo0O8BvtSOT5C7NY8exPGTslXEVg?e=yHMU3B
https://edmentum.sharepoint.com/:b:/s/XD/EceiMfVzPSRGsnI5DVHo0O8BvtSOT5C7NY8exPGTslXEVg?e=yHMU3B
https://edmentum.sharepoint.com/:b:/s/XD/EceiMfVzPSRGsnI5DVHo0O8BvtSOT5C7NY8exPGTslXEVg?e=yHMU3B
https://edmentum.sharepoint.com/:b:/s/XD/EceiMfVzPSRGsnI5DVHo0O8BvtSOT5C7NY8exPGTslXEVg?e=yHMU3B
https://edmentum.sharepoint.com/:b:/s/XD/EceiMfVzPSRGsnI5DVHo0O8BvtSOT5C7NY8exPGTslXEVg?e=yHMU3B
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