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Despite good intentions, 
organizations tend to get in  
the way of responsible design.



To practice responsible design, 
we need to organize and align  
teams around shared values,  
instead of the org chart. 



Our current beliefs and behaviors 
prevent teams from trusting  
each other and working together. 



What are some limiting beliefs  
that come to mind when you think 
about cross-team collaboration? 



“It will slow us down.”



“We’ll give you visibility.”



“Management won’t buy-in.”



“Our roadmap is planned.”



“We own this.”



“We own this.”



01  What is a team of teams 
02  Understanding a team of teams 
03  Becoming a team of teams



01  What is a team of teams 
02  Understanding a team of teams 
03  Becoming a team of teams



Organizational 
Archetypes





Command 
- People don’t know each other 
- People take orders 
- Vertical ties matter  
- Most efficient 
- Least resilient 

McChrystal, S., (2015). Team of Teams: New Rules of 
Engagement for a Complex World. Penguin Publishing.
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Understanding  
a team of teams
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A Moonshot

Kahn, E. (November 17, 2016). Apollo Missions to the Moon: The Memorabilia Stage. NY Times. 20 July 2019, 
https://www.nytimes.com/2016/11/18/arts/design/apollo-missions-to-the-moon-the-memorabilia-stage.html
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Dark Space, “The 4-Inch Space Flight: Mercury Redstone 1.” Youtube, 
5 February, 2021., https://www.youtube.com/watch?v=b6373Eu3jNE

BBC America, “Apollo 11 Launch Countdown, Moon Landing Live,” Youtube. 
20 July 2019, https://www.youtube.com/watch?v=S3ufJ7lcr08

A Team of Teams is  
slow to start, but creates  
more resilient outcomes.

A Command of Teams 
is more efficient, but  
may not be impactful.

https://www.youtube.com/watch?v=S3ufJ7lcr08
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“

— Heidi Gartner, Harvard Business Review 2019 
    



Companies with more cross-team  
collaboration achieve greater  
customer loyalty and higher margins.”

“

— Heidi Gartner, Harvard Business Review 2019 
    



Less siloed and  
more collaborative

What if the way we worked was…



Our relationship 
to teamwork

What would we get if we redesigned…



Examples in our world



Airbnb Design System, 2018.



Design systems are any set of decisions 
governed across the organization.













Teams need to work together  
to ensure that decisions are 
aligned across the organization. 



System
of Systems

Bent, S., Posniak, M., Kaiser, G. Reimagining Design Systems at Spotify. Spotify.  
September 2020. https://spotify.design/article/reimagining-design-systems-at-spotify
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We’re all so close I forget  
who is on what team because  
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Becoming a  
team of teams



Which relationships  
get prioritized?



Start with just 
one other person.



Encourage teammates  
to get to know others.



Reframe limiting  
beliefs into questions.



“It will slow us down.”
“What else might we value 

as much or more than speed?”



“What might other forms 
of collaboration look like?”

“We’ll give you visibility.”



“We own this.”
“Who can help steward this?”



Redesign the 
organization.



Choose collaboration.



Thank you!
 

hayley.c.hughes@gmail.com 
Linkedin & Twitter @hayhughes 
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