DESIGN BEFORE HIRING

Telling the whole story when it comes to your team’s vision
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First

Let's start with a familiar story
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Once upon
a time...

Everything was terrible
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Yikes

Does this sound familiar?
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surprise! That person was me




Hiring the RIGHT people requires leadership skills
that are often untaught, undeveloped or taken for
granted.

Interviews alone cannot clarify who the right person is and

why. We must learn how to write the full story.

We have the design tools and training we need to
rethink our self-discipline in hiring and building a
team.
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Why now?

IMPORTANT
DECISIONS ARE
ABOUT PEOPLE

THERE ISAWAR

FOR TALENT

Choosing a team is
about creating culture
and ecosystem that
produces despite
adversity

Even if you have don't
have positions to fill, you
are battling the fight for

developing people

THERE IS
A NEW

GENERATION OF
DESIGN LEADER

We owe it to our
community to be the
mentors we may or may
not have had



A greater
appreciation for the

role you, as a leader,
play when it comes to
building culture




A fresh perspective on
how you are

empowered to envision
your team




WHAT IS THE PROBLEM?

Organizations often take leadership
skills in hiring for granted, or rely
on systems designed for efficiency in
filling roles, not necessarily human
empathy, to hire candidates.
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WHAT IS THE PROBLEM?

While companies have abundant
systems for interviewing and
recruiting, leaders face an anemic
level of resources in learning the
art of hiring well.

We are not as good at it as we may
think.
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Things you may see as a result

Everyone is the
same-ish level,
but job duties are
all over the place
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Things you may see as a result

"Welcome to
[blank company]"




Things you may see as a result

Different design
teams have
different hiring
practices
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Things you may see as a result

Every few years,
someone tries to
recreate the
onboarding
system
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Things you may see as a result

Minimum
requirements are
written in “legal
language” and
cannot be changed
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So, as design leaders,
what are we do to?




Why, design
differently, of course




Joining your team is like a story

aaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaa
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BEFORE: "What is the vision?"
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_ “What motivates this person?”
(IRl
Design Leader
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BEFORE: "What is the vision?"

R R e AT R 1 T e e C Do N < e R

“What are their strengths?

i 1
Design Leader
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BEFORE: "What is the vision?"

R R e AT R 1 T e e C Do N < e R

“Why do I need this role?”

i 1
Design Leader
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DURING: "Where are we now?"

aaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaa

"What is the vision for your team?"

Candidate
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DURING: "Where are we now?"

T T R e Do N < e R

What does your work look like?
(iR
Design Leader
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DURING: "Where are we now?"

T T R e Do N < e R

Why do you want this role?
(iR
Design Leader
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DURING: "Where are we now?"

aaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaa

"What is happening now?"

Candidate
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DURING: "Where are we now?"

aaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaaa

"What caused you to need these particular skills?"

Candidate
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AFTER: "Where are we going?”

WORK
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GOAL

b “What do they want to achieve?"
PR
Design Leader
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AFTER: "Where are we going?”

WORK

Stﬂry fraciea D - - :. ............... | I VIEW R R L e TOWARDS '. .....................

GOAL

“What outcome should their quest have?”
(iR
Design Leader
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AFTER: "Where are we going?”

WORK
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GOAL

.. : “In the end, what do they accomplish?"
iRy
Design Leader
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AFTER: "Where are we going?”

WORK
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"Weratiwwhdtanijeeedifieeot imgrauosk B my skills”

Candidate
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AFTER: "Where are we going?”

WORK

Stﬂ_r}i Jracaes - R N oo e e e T ! I e e i e el e o TOWARDS | KRR

GOAL

“What will change because of my work?"

Candidate




Most hiring journeys cram everything into the interview

WORK
............... TOWARDS Wl
GOAL

aaaaaaaaaaaaaaa

"What is the vision?" "Where are we now?" "Where are we going?”
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The consequences last longer than
you think



CONSEQUENCE #1
YOU ADJUSTTHE

Every hire &

CU I_TU RE WITH promotion changes

EACH H | RE the standard




CONSEQUENCE #2

YOUBUILDA
HOMOGENOUS TEAM msthe

intentional.




CONSEQUENCE #3
HIRING MISTAKES It takes up to 12

months for a new

ARE EXPENSIVE hie to gain traction




CONSEQUENCE #4
HIRING IS EASIER Poor leadership

drives out good

THAN FIRING team members




CONSEQUENCE #35
YOURTEAM CHARTER Role confusion,

poor level clarity &

SEEMS UNEVEN lack of direction




Questions pile up

D "How does this role fit with the larger team?"
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Questions pile up

"What should motivate this person?”
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Questions pile up

"How does this particular UX research role differ from
the other roles we have at the same level?"
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Questions pile up

"Are we all doing the same work?"
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Questions pile up

"Are we promoting arbitrarily or do we actually have
clear paths for what is required?”
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Back Up

Continuing the story...
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OMG

This is a design problem. Duh.
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| was missing parts of the story

T T R e s O T e R T
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But | was a designer. | could design anything.
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Clarify the need
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WHATWOULD A
) “"WWADO" DESIGNER DO?

Think:




. A DESIGNER
O N WOULD DESIGN




CREATE PROTO-PERSONAS FOR YOUR VISION

What if |
designed a
persona of my
perfect
candidate?

s
-

proto-persona describes a
target user based off




TR PRETH | wewew jocimiaiatie v

FIRST NAME “What quote would illuminate what this individual
cares about in relation to their role?”

JO8:  General

BIO: RESPONSIBLE FOR

needs in the e

KEY ROLE !
. What ane the 2 - 3 specitic focuses that matter tar this roele -.-

T} kA ikl o [ i & [
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STRENGITHS:
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“Where does our strategy need to have strong ocpera-
tional discipline in place?

HERE IS
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T

“Where is the next key market and how are we stay-
ing ahead of the competition?”
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HERE IS
WHATIT
MIGHT LOOK
LIKE

JORTINE
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“Will this help the user achieve their end goal?”
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“It's my job to make the details delighttul for the user.”
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| started
bUIldlng teams e Eo
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Clarify vision & create space for possibilities



Send these to your
recruiters - they will

love you for it




Easy to send to
candidates when they

ask "Can you tell me
more about this role?”




It is easier to show
the vision of team

expansion to
leadership




Tips when designing proto-personas 1

“It takes hard work 1o make things simple tor wsern.”

Use diverse photos & names

_ | Diversity doesn't start after someone
. - applies for a role. It starts with how you
| build a vision for your team



Tips when designing proto-personas 1

"It takes Hard wark te make Ihingl timple for wsars.”

— Bio is about background

- , 5 - ' Not a list of demands, but gives an idea
' of what background and experience
you and your recruiter should seek




Tips when designing proto-personas

.

— Make it bigger than the role

"It takws hard work to make things simple for wgers.”

Goals and motivation should be
evergreen. Make them big but
achievable with the ability to expand as
- the person grows.
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Setting the goal
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Think: WHATWOULD A
“WWADO" DESIGNER DO?




Think: A DESIGNER
WOULD DESIGN

"WWADOQO"




INAYEAR, WHATWILLYOU THANKTHEM FOR DOING?

Whatam |
thanking this
role for doing a
year from now?

/

"Dear [insert role]”

It's been a yearand ....

N




HOWTO BUILD THETHANKYOU NOTE

FIRST ASK "Why do | need this role?”
YOURSELF ® Putafew reasons

® Be specific

e txample: "We need a design system
engineer to bring our code up to
standard”



HOWTO BUILD THE THANKYOU

FIRSTASK

YOURSELF

NOTE

What will this person work on?”

e Be specific but not prescriptive

e Example: "They will work on creating
standard documentation and bringing
all design teams up to speed on the
changes.”



HOWTO BUILD THETHANKYOU NOTE

“It they work on this, what will be difterent in one
FIRST ASK year?”
YOU RS ELF ® When they work on X, what will be different?

e Clarify butdon't dictate

e Example: “In a year, we will retire all old
documentation and have a roadmap
for converting to the new token code.”



HOWTO
BUILD THE
THANKYOU
NOTE

Dear [ROLE]

Thank you for [doing something]. Because of
your work in [project] we are now able to
[outcome]. Thanks to your work this year, we
now we have [thing that is different].

Because of your great ability to [do the role
expectation], we've seen a difference in
[outcome].




THEN, FILLIN
THE BLANKS

Dear Design System Engineer

Thanks to your work this year, we now we have
reduced our tech debt from old
documentation and have a clear roadmap for
what the next year will be!

Because of your great ability to mentor junior
engineers in how to work with design teams,

we've seen a difference in how designers want
to collaborate with our design system team!




Dear Design System Engineer

TH E N FI LI. I N Because of your great ability to mentor junior
§ engineers in how to work with design teams,

we've seen a difference in how designers want

TH E B I.AN KS to collaborate with our design system team!




THEN, FILLIN
THE BLANKS

Dear Design System Engineer

Thanks to your work this year, we now we have
reduced our tech debt from old

documentation and have a clear roadmap for
what the next year will be!

Thank you for bringing our design code up
to standard. Because of your work in

duEumentin t“kE"“IEQET' 0 abfﬂur. o
safEnS N i) ELI o meniSyuni
gengineers in how to work with design téams,

code.; ] , .
we've seen a difference in how designers want

to collaborate with our design system team!




It became easier to clarify how
the individual contributed to
the team’s purpose




It reaffirmed trust in the purpose for
the role, and that anyone in the role
would indeed have a purpose
behind their work
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“Purpose affirms trust, trust
affirms purpose, and together
they forge individuals into a
working team.”

Stanley McChrystal



Like a team charter,
writing it down

clarifies purpose -
first within yourself
and then to others




It makes you
evaluate if you need

one role or several




Like a team charter,
writing it down

clarifies purpose -
first within yourself
and then to others




Tips when writing the thank you note

-

"Dear [insert role]"

It's been a yearand ....

=
5§
=
T
T

~

.

Use action verbs

“Thank you for changing !
“Because you were were able to !
“When you proactively it made way for




Tips when writing the thank you note 1

( “Dear [insert role]”

It's been a yearand ....

Make room for personalization

You are not telling someone how to do
their job. HOW they do the work is up

to THEM. You are clarifying where the
team is going and WHAT needs to

happen.

yr X



Tips when writing the thank you note 1

It's imagination, not evaluation

“Dear [insert role]"
Uset this to show where you want to go,
but do not use it as a performance
evaluation.

It's been a yearand ....

r X
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In conclusion
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Nothing you do as a leader is going to be
more important than how you hire and
develop people.




Thank you



