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Why this Project? 

This is project of an internal assessment to improve the 
structure and flow of a design system.



Collaboration

I paired with UI Manager, James Smith. He represented the 
Design System UI Designers - producers of the visual assets and 
specifications in the design kit. 

I represented the UX/Product Designers - consumers and 
contributors to the design system.

We shared responsibilities in the research, design, and strategy. 
I conducted more of the research, focused on the strategy, and 
produced and presented this work to leadership.



Our goal is to enable teams to efficiently design, build and deliver 
valuable, cohesive, reliable experiences across our web and mobile 
applications and to continually elevate the global user experience. 



Current State

of the Design System



Types of research conducted: 

1:1 Interviews 
Surveys
Observational Research



We broke into 3 categories:

Purpose 
Process
People 

PURPOSE 
Vision 

“North Star” 
Product Strategy 

PEOPLE 
Trust 

Team Health 
Collaboration 
Partnership  

PROCESS 
Workflows to help 
accomplish goals 
Driving efficiency 

Consistent outcomes 



Team is not committed to a shared mission

There is a focus on day-to-day activities, rather than big-picture strategy 

There is not a "North Star" vision of where we are headed from a design point of view

We do not have shared alignment on who our customers are 

Purpose
Vision | North Star | Strategy 

1

2

3

4

Current State



Design is reactive, instead of proactive 

There is no clear process for how we prioritize design work 

Our current Design System is not built based on design principles (leads to subjectivity) 

Designers that have the most domain knowledge of a given component are not responsible 
for designing it globally 

Process
Driving Efficiency | Consistent Outcomes

1

2

3

4

There is a lot of duplication of efforts — within the DS team and across teams 5

The team is fundamentally split on if they believe in the contribution process 6

Current State



Team members do not clearly understand their roles (specifically within design/product) 

There is a lack of openness and honest communication within the team

Designers typically play it safe, instead of pushing innovation and trying new things 

There is lack of empathy for the user (internal designers) and collecting feedback 
from them 

People
Trust | Collaboration | Team Health

1

2

3

4

Current State



So what we intend to do



Define our 
Design Language

1

We Intend to...

Create Directional
Design Vision

2

Optimize Design
Processes

3



Define our 
Design Language

1

Create Directional
Design Vision

2

Optimize Design
Processes

3

Optimize Design
Processes

3



Define our Design Language

What is a design language?

It allows us to communicate the "Why" behind our 
components and design decisions.



It's the "Foundation" that provides 
common language for users 

Consists of color, type, illustrations, spacing, 
motion, iconography, and some basic atomic 
elements

Based on our design principles, which inherit our 
company principles and aligned with marketing 

Serves as a thorough instruction manual to help 
designers create consistent components and 
experiences 

1

2

3

4

Define our Design Language

Design Language    



Example of Design Language

Design Principles Design Language



Example of Design Language

Design Principles Design Language



Example of Design Language

Design Language



Define our Design Language

So let’s define

Design Language



What we have today

Design Kit
Figma

Component Library
Github

Documentation
core.procore.com
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What we want to have

Design Kit
Figma

Component Library
Github

Documentation
core.procore.com

Design Language

NEW

Drives Consistency



Design Language

Define our design principles based on 
company vision, research, and best practices

Design language will empower designers 
to more easily contribute to the system 
due to a shared “language”

Use the design language to help create a 
vision for what we want the system/UI to be 

1

2

3



Define our 
Design Language

1

Optimize Design
Processes

3

Create Directional
Design Vision

2



Why do we need a directional design vision?



Why do we need a directional design vision?

Envisioning the next-generation customer experience is key to 
unifying, integrating and visualizing what our design will be in 
the future. 

If it’s done right, it integrates values, goals and language from 
different stakeholders across the organization, making the vision 
feel like a natural extension of the product. 



Using design is a core thread to unify the 
product and drive alignment

It helps create a common vision so we are all 
rowing in the same direction

Taking a “North Star” approach will inspire our 
designs and should empower the team to build 
the best customer experience 

1

2

3

As the market becomes more competitive, 
design and innovation will become a key 
competitive advantage 

4

The values of a 
design vision



This is not a roadmap — it’s meant to start 
where things are now and work towards 
the future

This is not simply a redesign — it’s a holistic 
approach to improving our product 

It’s not siloed to the design organization — 
this will be in partnership with other key 
stakeholders

1

2

3

What a design 
vision is not



Let’s show how this could work



Create a Design Vision

DESIGN

1.0
CORE
Design System

Today

ENGINEERING

1.0
CORE
Design System

Design Kit built in Figma with 
documentation on how to 

use components 

Design Kit Documentation

Component Library Documentation

Library of components built 
in React to allow teams to 

build faster



Create a Design Vision

DESIGN

1.0
CORE
Design System

Today

ENGINEERING

1.0
CORE
Design System

Design Kit Documentation

Component Library Documentation

Designed the majority of 
components without starting 
off with design guidelines 
and principles



Create a Design Vision

DESIGN

1.0
CORE
Design System

Today

ENGINEERING

1.0
CORE
Design System

Design Kit Documentation

Component Library Documentation

Retrofitting our current system 
into design guidelines and 
principles (Not recommended)

1.5
CORE
Design System

Design Kit Documentation

End Q3 2020



Create a Design Vision

DESIGN

Today

ENGINEERING

1.0
CORE
Design System

Component Library Documentation

Build a design system based off 
a universal design language 
and principles. Inspire and 
unifies our design team.

1.5
CORE
Design System

Design Kit Documentation

End Q3 2020 Q1 2021

2.0
CORE
Design System

Design Kit Documentation

1.0
CORE
Design System

Design Kit Documentation Design Language



Create a Design Vision

DESIGN

Today

ENGINEERING

1.0
CORE
Design System

Component Library Documentation

Once the design of 2.0 is 
complete, the engineering can 
develop 2.0. 

1.5
CORE
Design System

Design Kit Documentation

End Q3 2020 Q1 2021

2.0
CORE
Design System

Design Kit Documentation

1.0
CORE
Design System

Design Kit Documentation Design Language

2.0
CORE
Design System

Component Library Documentation



We  have to do the SAME amount of work regardless of the version
(And, one is more inspiring than the other)

2.0
CORE
Design System

1.5
CORE
Design System

Designing
a system

Defining
a system

vs



Define our 
Design Language

1

Create Directional
Design Vision

2

Optimize Design
Processes

3



Create a simple way to leverage other 
designers work if it is not “built” or “in the 
system”

Continue to communicate and set expectations 
for the contribution model

Define the process between the DS designers 
and app designers, and what belongs in CORE

1

2

3

Optimizing 
design team 
process

Enable app designers to create components based 
on the tools the DST provides — design language, 
design kit, documentation, design vision, etc

4



Concept to Optimizing the design process

New Component
(Updated UX & UI)

App Designer



New Component
(Updated UX & UI)

2.0
CORE
Design System

Design Kit

Design Language

App Designers document: 
Problem being solved 

Research 
Design Iterations 

Partnerships 



New Component
(Updated UX & UI)

2.0
CORE
Design System

Design Kit

Design Language

App Designers document: 
Problem it’s solving 

Research 
Iterations 

Partnerships 

App Designer wants it 
to be in the system

Meet with Design 
System Team 

DS Designer



Component
APPROVED

App Designers document: 
Problem being solved

Research 
Iterations 

Partnerships 

App Designer wants it 
to be in the system

Meet with Design 
System Team 

DS Designer

Component
NEEDS MORE WORK

Component goes into 
Design-Approved 

CORE Labs
(Design Kit)

NEW



How will this help?



How this helps our customers?

Internal Customers External Customers

● Empower design and dev to create 
the right customer experience 

● Does not hinder creativity

● Allows designers to move faster -- 
increases design velocity

● Aligns design on a unified experience

● Unifies an experience across all products 
in Procore

● Potentially provides new features faster

● Improves the look and feel of the 
experience

● We can focus efforts on solving 
customer problems 



How this helps Procore

● Builds a better design culture of ownership

● Modernizes the application

● Allows apps teams to build tailored experiences for our customers

● Potentially helps with product retention and customer satisfaction

● Aligns marketing and product

● Will help us be more agile in future versions/iterations of the app



Next Steps and Progress



Continue research with the design & engineering organizations

Lead a working group to define our design vision and design language

1

2

Next Steps

Seek alignment and buy-in from Product and Engineering Leadership3

Seek alignment and buy-in from key Platform stakeholders4
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Alignment and support from the Senior Product and Engineering Leadership 
resulted in adding 3 additional front end developers to the design system 
team to help accelerate building the CORE 2.0 React components.

Alignment = Acceleration



We made significant progress in crafting and publishing our Design Language.
In December 2020, we launched our Design Guidelines the foundation of our 
Design Language.  https://design.procore.com/  

Results

https://design.procore.com/
https://design.procore.com/


QUESTIONS?


