Like a phoenix

Becoming a more resilient designer

tt Small - Design Matters 2020
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Hi, 'm Catt!

| design the future of work
at Asana.

@cattsmall



Today, we'll discuss:

How to navigate situations in which
you aren’t set up to succeed.
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September 2016



~22% of the staff
was let go in 2017,
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NOV 2017

Seller Stats
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Not only do sellers say it is less helpful
and less timely than the previous
version - they say it's discouraging.

EcommerceBytes, 2017

@cattsmall


https://www.ecommercebytes.com/C/abblog/blog.pl?/pl/2017/6/1497559236.html

Not set up for success

DO
LY

Lead Product User 1/3of a Engineering
Designer Researcher Product Manager
(me) Manager
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| tried to fill in the blanks

tttttttttt
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In the past 30 days, your shop had 2,588 visits.

2.28% of those visitors bought something, and
the average value of their orders was $30.20. That
all adds up to $1.782 in revenue.

EXAMPLE SUGGESTION:

Looking to get more visits? Sellers like you who use
our free social media tool three times a week receive
an average of 360 additional visits per month.

Share your shop >

IMAGINE THIS FEATURE:

_'suggests actions you can take to make your
shop more successful. The suggestions are tailored
for you, and based on your data (like revenue, views,
and visits) and the average data of sellers like you.

EXAMPLE SUGGESTION:

Shops similar to yours increased visits by 15% year
over year. Dipping a toe into paid advertising could
help get your visits growing even more.

Try Promoted Listings >

@cattsmall






We decided to
replace shop stats.
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This meant rewriting data.
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8:00 PM

= Analytics Suggestions [£))

Your goal @

O 08T & &S
$3,258 out of $6,000 in monthly revenue

Nice work! You're on track. &%

Overview limeirame: 30 days

Key metrics
w
WA
ah
a

Your best traffic sources
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Proposed new user flow
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Shop Manager

Shop Analytics

Traffic category analytics

Traffic source analytics
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Shop Manager

Shop Analytics

Traffic category analytics

Traffic source analytics

@cattsmall I



We started with
marketplace search.

tttttttttt



Suggestions for your shop

Your highest-converting keywnrds are:

race mardi gras snow white running
junkie costume costume

Use these as tags on applicable listings to increase the chance of getting a sale.

Mark as done Dismiss

Here's how you're doing last month (Jan 2018)

962 5.49%

visits to your shop (7)

of visits purchased (7)

-35% YoY 22% YoY

belle running

costume

$35.62

paid on average (7)

-11% YoY

Your items appeared for 561 search queries. Sorting by conversion rate (low to high)

Phrase (7) Conversionrate (?) «

Second prototype

Tofd < >

running
skirt

$1,884.72

earned in total (?)

-29% YoY

Listings (7)
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6 months later, a full team

OOOOOOO



MAY 2018
NOV 2017

Seller Stats

Search
Analytics
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We were told to
launch in 4 months.



A% Lintings

2 Comersstions
[F] Orders & Shipoing
ol Stats

Tl Finences

<F Marketing [0
22, Community & Help

Q Settings

8 cousmall -

«

T e T

Your traffic from unpaid search increased
180 x  262% ~+ $9.82
vises 1o your shep. of visits rescited I 4 sale wourage cedur valus
© 4% Yor © % Yoy O 4% Yoy

Your listings appeared in 561 searches = Fier cotmns «

Sewrch phease Impressions Position Vishs Convession rate
@ will vou Be my bridesmaid 23 1 123 10%
Q maid of hangt 21 ) 121 22%
@ edfal tower cantarplece na " n an
Q. tuble nmber halders 108 a 108 az%
@ | cantsay | do without you 9% 246 9% 61%
Q will you be my bridesmaid 123 1 123 10%
2 maid of hanor m 3 m 22%
Q eifel tower centerpiece na ” 1 4%
@ table nember holders 108 8 w8 7%
Q | cant sy i do withaut you o8 246 -3 6%

total sarnings:
© 4% Yo
Revenue Ustings

$1.223.04 12
$12.80 u
$82.63 14
31808 19
$4B.31 -}

$1,223.04 12

$1289 1
58263 14
$12899 1
$4B31 3

This product is a beta. Need help or have questions? Learn more about Search Analytics or send us your feedback.

Final mockup of design
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Then came compromises.



0ct 10, 2019-Nov 8, 2019 compared to Oct 10, 2018-Nov 8, 2018

‘search increased ®

0% . $0

of visits resulted in a sale

Your traffic from !

4

visits to your shop via
search

© 1 visit

average order value

No change No change

Your listings were found through 74 queries e cotumns

Seicch query @ Ir\:pwsmons Pgsilmn Visits @) Cg:avcvsion rate
@ @ . ®

O project mansgement » 7 307 2 0%

o make zine » 1 m 1 0%

0, zine calendar A 6 8 1 )

o none - found with filters or cetegories » 7 750 o 0%

o, black and white zine » a4 194 0 0%

0 bookt » 1 189 0 0%

$0

total earnings through

search

No chan,

Revenue
@

$0.00

Listings
@

~n

=

system wasn’t
code-complete.

The new design
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The numbers didn’t match.

tats search visits

OOOOOOO



s led to |A problems

Where UX + Research
said it should go

Where it is =t

@ Shop Manager ~

Q

N

AN =

00
—~

Q

Search

Dashboard

Listings

Messages @

Orders & Shipping

Stats

Finances 2 >
Marketing >
Integrations

Community & Help >

Settings >

m oD O0@

5%

AN

33

MARKETING

Search analytics  Beta

Advertising
Sales and coupons
Social media

Custom web address
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| think we should roll this out slowly
because we don’t actually know how
sellers will use it.

Me, in basically every meeting

OOOOOOO



But | wasn’t the decider

DO
LY

"

Lead Product User Product Group PM
Designer Researcher Manager (former PM)
Recommend Input Decide Agree
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We did a loud public launch.
It was rocky.



62%

of users didn’t find it easy to use

OOOOOOO



| don't understand this at all; the
numbers don't tally with my results and
| find it hard to believe ... Seems like
something's off.

A seller who said using search analytics was very difficult
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Peer feedback said | should
have been more persuasive.



cccccccccc



But there was hope.

tttttttttt



Web UX

Eng

Eng

EM

Eng

Eng

2018

PM

2019

PM

EM

Backend

Eng

Eng

Eng

Eng

EM

Eng

Eng

Eng

Eng

Apps UX
PM EM
Eng Eng
Eng Eng
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MAY 2018 NOV 2018
Search Seller Stats...
Analytics again

NOV 2017

Seller Stats
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| documented everything

o2y roer sim

Age: 32

“T've anly been on
would love to go fuu sne or
creative - I got into selling ¢
me | should put my art up fo

“T'have an Instagram for my
popular app. I'm trying to le
media is competitive, and s
#I don't know how people fi
thern to make a purchase.”

's blog and seller Facel
maost of my information abo
feel like the right communit

Umah

Lecation: Queens, NY
Occupatior: Accountant

for & vear. 1t's my side wige. but

Umah is the sole owner of
SlimRags. She sells screenprinted

tote bags, prints, and shirts. She

has been selling on
2016. As of August 2018, she has
received 115 total orders.

Ago 48
Location Albuguercue, New Mexico
Docupation Full-tine jowalry makar

“1've been selling on fora long time; 8 years in total.
It's just me, and 1 have a studio in my basement "

“I'made alot of money In 2016, Since then, my views have
gotten warse and worse. Maybe 1sald something wrong in
the forums and 's punishing me?"

“Ihave a lot golng on outside of I have two children
and a wife. | have bills to pay. ] don't nave time to figure
out marketing, especially not soclal media. 1 made a
Facebook page, but only my family liked it.”

’s marketing tools feel like a waste of money. 1 tried
promoting my listings for a few months last year, | spent
$2.00 a day and got 100 low of a retum.

since June

Merryn is the sole owner of
Tidewater)awals, She sells custom
jewelryon  +eBay, and Shopify. Most of
her money comes from \ where she
has been selling since 2010. She earned
$97,0000n  in 2016,

So farin 2018, TidewaterJewels is 20%
under 2017’ earnings, and 2017 was 15%
below 2016, Merryn wants to correct the
downward trend but nothing has worked
so far, She s at her wit's end,

Frofiiency with tacnclogy. Nowice

Tpinicn of Etsy Skeptical

Fretarred device Machook

Social menia accounts: Facebook factive), Pinterest fnactive)
Free oos aed Sockd mudin fnactive

Pali tooks usedt Promoted Estings finactive)

Shop advice

Shop advice is guidance concerning immediate action related to a seller’s shop.

PAGE CONTENTS
Use cases
Experience principles
Placement options
What makes good shop advice
Alternatives to shop advice
Anpendix

Use cases

v DO USE WHEN

An action Is being suggested

Sellers don't just want to know what's going on with their
shop~they aiso want te know what to do about it. Therefore.
shop advice must have a call 1o action

+ DO USE WHEN

The acticn Is optional

Sellers should be able to choose to decline the advice if they

do not find it relevant. Etsy should use this as an oppoertunity
to collect feedback that helps batter personalize future
advice

X DO NOT WHEN

The seller need not perform an action

Guidance without calls to sction are nothing more than
status updates. Sellers do not find them helpful and often
end up more frustrated than they were before.

X DO NOT USE WHEN

The action is required

Whaen sellers nseded to sign up for Etsy payments, they
received news via email announcement and prominent
notification. Thiz is different from shop advice, which ie
optional and can be ignored without consequencas.
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Proposed new user flow
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Shop Manager

Shop Analytics

Traffic category analytics

Traffic source analytics
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Shop Manager

Shop Analytics

Traffic category analytics

Traffic source analytics
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We started over.



am‘““wmmmw
\m""""'“:'i"_'z'_‘. i FOTIRION - ssesvedss 2000 This month ¢Fob1-28,2018) +  comprodto 200 O
= You had 2 sales this month
Your shop had 46 total orders e« ww

Oty ot
S $123.00 — 200 x 1.0% x $61.50 Traffic to your shop increased
ﬁ R - e e 627 734%  $2180  $100301 o

il e PRI s ey
Qi o o o 180 11 36%  $15700
Z =
m\\ﬂ N P
3 SUMMALY  feteuy 10m
Revenue breakdown
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. ‘Tn..", $0.00  $0.00 $0.00 $123.00 e A
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Vaity R, soarch Promoted listings. Google Shopping Othar work bast for yeu
l Viewy Muharing woem L . oo e
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Card sorting, low-fidelity, mid-fidelity, and north star designs
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Once again, | proposed o
beta test before launch.

tttttttttt



Can you write a proposal?

My PM & EM

OOOOOOO



IStats to Analytics

Design notes

Jump to:

The transition plan

@cattsmall



MAY 2018 NOV 2018

NOV2017 Search Seller Stats...

SEP 2019

Seller Stats . . Beta test
Analytics again

@cattsmall



| like in new stats the line with " Visits,

orders, conversion, revenue" but again |
want to compare it with last months or

last year.

@ 5berries, seller

@cattsmall



There needs to at least be a "custom”
option so | can choose to get the
specific data | am looking for.

L%? ThePaintedHedge, seller

@cattsmall



MAY 2018 NOV 2018

NOV2017 Search Seller Stats...

SEP 2019 OCT 2019

Seller Stats . . Beta test Launch!
Analytics again

@cattsmall



| actually like the new stats page much better than the
one it replaced. It's closer to the original stats page (which
worked just fine and didn't need "improvement") and gives
more useful information than that horrible orange graph
we've had for so long. Now let's leave the stats page
alone... and fix the search function!

P CraftySueShop, seller

@cattsmall



{ SUCCESS!!!

(@)
( @,
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wWhat | learned



Lesson 1

Check it you were set
Up to succeea



t’s probably not you.

tttttttttt



Don’t blame yourself
if it’s not your fault.



Lesson 2

Don’t be a hero



When you become the hero,
you deprive others
of learning opportunities.



| need your /
perspective before |

can move forward

| can have that g

ready by Monday Va

@cattsmall




Lesson 3

Pick your battles



Influence

@cattsmall



How much do you care?

Meh This is very

OOOOOOO



Lesson 4

Try different angles



Make people understand




't you fail to influence,
you did your best,

tttttttttt



Step back and
see what happens.



Lesson 5

L ook for takeaways



We learn from failure.



Where | am now



Post-launch, | felt fulfilled.



So | left.



oooooooooo



Wrap-up



IN summaruy...

S OO0

Teams often aren’t set up to succeed.
Mistakes got made under pressure.
Filling in the blanks didn’t work.

The only way to succeed was to learn from
our mistakes and try again.

@cattsmall



How to be resilient

<> Stop unnecessary self-blame.
<> Hold people accountable for their jobs.
Know what you can control and influence.

Try different ways to convey your idea.

OO0

Consider what you can learn from mistakes and
failure.
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Thank you!

Tweet me @cattsmall with questions

Y4
| <
f

OOOOOOO



