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Comcast Business is a $10B B2B telecom 
vertical with 2.7M customers.

Create a design system to unify the 
user experience across web and 
mobile platforms for 35 diverse 
product teams and 7 major 
stakeholders. 

COMPANY OVERVIEW

BUSINESS OPPORTUNITY
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As Design System Manager, my challenge was to 
create a design system that balanced global 
consistency with team-specific needs.

1. Establish effective partnerships with stakeholders, understand 
and empathize with their disparate needs, and create 
alignment on a new direction.

2. Build out a foundational design system of universal, 
responsive, accessible components while innovating with local 
kits tailored to each team’s specific needs.

3. Collaborate with engineering to ensure component reusability 
and accessibility. 

My solutions
1. A previous failed attempt to 

create a design system never  
gained stakeholder traction.

2. The organization needs to unify 
experiences across 35 disparate 
teams.

3. Engineering needs to increase 
velocity and decrease time to 
market. 

Pain points

MY CHALLENGE



Successful launch and adoption 
of the design system.
Streamlined workflows, leading 
faster time-to-market. 
All components are WCAG 
compliant.

Result

9-month partnership with a 
Comcast Business principal 
designer and engineering team.

Timeline & team
Component audit and synthesis
• Established a baseline of understanding by 

surveying and analyzing existing components.

• Identified opportunities for standardization 
within existing patterns.

Collaborative UX workshops
• Defined core principles and aligned on 

general direction by engaging directly with 
key stakeholders. 

High-fidelity build out
• Produced polished component designs that 

met expectations for a high-fidelity aesthetic.

Responsibilities

Define a strategy for innovating on a 
design system which fulfills 
organizational requirements and
responds to specific team needs.

Project overview

PROJECT OVERVIEW
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1. Inconsistent user experiences and visual language across Comcast Business 
digital products.

2. Inefficient design and development workflows caused by scattered component 
libraries and shifting development teams.

3. Managing expectations and requirements and achieving alignment across 35 
teams and 7 major stakeholders is complex.

4. Stakeholders expect high-fidelity designs at every stage of the process.
5. A previous attempt failed to gain stakeholder agreement and adoption.

Pain points

Fulfill business requirements for a universal design 
system while overcoming previous failures and 
stakeholder lack of investment in the outcome.

PROJECT CHALLENGE
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Gain 
stakeholder 
trust and 
alignment

Step No. 1

We* led the 9-month project, working in a multi-step process to 
successfully deliver the design system in partnership with 1 
Comcast Business principal designer and 1 engineering team.

Assess 
current 
state

Step No. 2

Establish 
governance 
model

Step No. 3

Define 
strategy

Step No. 4

Build 
components

Step No. 5

Collaboration
Step No. 6

Ensure
Adoption

Step No. 7

*I partnered with a Comcast Business Lead Designer on all aspects of the process. 
We divided research and Figma library tasks evenly; he had final responsibility for the 
individual component design, and I had final responsibility for the design system build.

PROCESS



PROBLEM STATEMENT: TRUST AND ALIGNMENT

How can I gain buy-in from skeptical
stakeholders after a previous attempt to 
build a system failed?

Step No. 1
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Step No. 1: Trust and alignment

HYPOTHESIS

Stakeholders who participate in 
defining the system will the develop the 
trust and ownership needed for success.

METHODS

1. Collecting, documenting, and addressing 
individual stakeholder needs throughout the 
process will build trust.

2. Including stakeholders in every decision-
making step will increase a sense of 
ownership.
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1. Stakeholders had no 
direct input in the 
process.

2. The previous attempt 
ignored team-specific 
needs.

3. They were presented 
with “final” designs as a 
fait accompli.

4. They felt no ownership 
nor responsibility. 

Interviews revealed
1. Met with individual 

stakeholders as first step.
2. Compiled concerns and 

requirements per team.
3. Stakeholders were 

participants in the 
decision-making process.

4. Consistently meeting 
stakeholder needs 
created partnership.

Outcomes

Step No. 1: Trust and alignment

I compiled interview learnings.

KEY LEARNINGS AND OUTCOMES



PROBLEM STATEMENT: ASSESS CURRENT STATE 

How do fragmented libraries impact 
design and engineering workflows,
and what are the opportunities 
for standardization? 

Step No. 2
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Step No. 2: Assess current state

HYPOTHESIS

Cataloging existing components and 
identifying common patterns will reveal 
opportunities for standardization.

METHODS

1. Completing a thorough survey of 10+ 
products will provide a base starting point.

2. Interviewing engineers, product owners, and 
designers to understand shortcomings, 
processes, and desired improvements will 
enrich universal solutions.
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1. Some teams’ modest 
budgets might impact 
adoption.

Limitations
1. We provided support by 

building sample custom 
components and 
mentoring designers and 
engineers to efficiently 
scale the process.

2. We helped teams create 
prioritized adoption 
timelines with quick wins.

Solutions

Step No. 2: Assess current state

LIMITATIONS AND SOLUTIONS 

The audit revealed that some team-specific custom 
components would still be necessary.
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1. Ran in-depth surveys of 
10+ products.

2. Distributed report with 
all component variants. 

3. Ran working sessions to 
synthesize final 
component set.

Actions
1. Completed survey 

provided cross-team 
context.

2. Recommended 
component set provided 
project context.

3. All recommendations 
approved. 

Outcomes

Step No. 2: Assess current state

I completed an audit of components and statuses.

KEY ACTIONS AND OUTCOMES



PROBLEM STATEMENT: GOVERNANCE MODEL

Step No. 3

How can I create a decision-making 
processes that supports contributions, 
documentation, maintenance, 
and change management?



John Walker 016

Step No. 3: Governance model

HYPOTHESIS

A clear governance model will reduce 
ambiguity, ensure consistency, and establish a 
scalable framework for the future.

METHODS

1. Documenting team-specific need reduces 
ambiguity and informs governance decisions.

2. Establishing a transparent process for 
evaluating and integrating system submissions 
will encourage buy-in across teams.

3. Consistently maintaining documentation with 
assigned responsibilities and update timelines 
will keep the system current.

4. Creating a flexible change management 
process will support system updates.



John Walker 017

1. Some components 
couldn’t receive 
universal updates since 
designers were used to 
detaching components 
from libraries.

2. Designers had never 
been empowered to file 
gap requests or submit 
new component designs.

3. Many designs contained 
old library items that 
were very similar (but not 
exactly the same) as the 
universal set.

Limitations
1. Only new Figma designs 

were required to use the 
universal library; legacy 
Figma files were left 
as-is due to scope 
constraints.

2. We ran an informative 
lunch-and-learn on the new 
process and the session 
recording was available on 
a Confluence page.

3. We held office hours to 
guide designers on 
conformance standards.

Solutions

Step No. 3: Governance model

LIMITATIONS AND SOLUTIONS 
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1. Created and socialized 
governance plans.

2. Leveraged existing 
Smartsheets integration 
to create documentation.

3. Established a clear, time-
boxed approval process.

4. Created official 
responsibilities and 
KPOs for maintaining 
documentation.

Actions
1. Teams understand the 

process.
2. Anyone can access 

documents; approved 
editors can update. 

3. Short response deadlines 
create urgency.

4. Integration into job 
responsibilities supports 
long-term system quality 
and relevance.

Outcomes

Step No. 3: Governance model

KEY ACTIONS AND OUTCOMES

Teams used Smartsheets for shared convenience.  



PROBLEM STATEMENT: DEFINE STRATEGY

Step No. 4

How can I create a multi-team 
strategy that balances global 
consistency with team autonomy?
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Step No. 4: Define strategy

HYPOTHESIS

A two-tiered strategy of universal components 
and local extensions will maximize consistency 
without limiting flexibility by product.

METHODS

1. Building a set of universal components will 
create consistency.

2. Allowing individual teams to build custom 
versions of universal components will permit 
flexibility.

3. Focusing on scalability, responsiveness, and 
accessibility will ensure usefulness.
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1. Some patterns failed 
mobile or accessibility 
standards.

2. Some products require 
different navigation 
patterns.

3. Some widely used 
patterns scored poorly in 
usability testing.

4. Some teams have limited 
development capacity.

Limitations
1. All new patterns were 

touch- and accessibility-
friendly.

2. The universal tier included 
both top and side 
navigation patterns.

3. Patterns were updated and 
retested to validate 
usability.

4. We worked directly with 
some teams on custom 
component builds.

Solutions

Step No. 4: Define strategy

LIMITATIONS AND SOLUTIONS 

All patterns and flows were mobile- and accessibility-friendly.
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1. Used interview learnings 
to create an initial two-
tiered strategy that 
encompassed real-world 
concerns.

2. Created a visual map of 
the system to reinforce 
stakeholder 
understanding.

3. Ran workshops with 
stakeholders to approve 
process.

Actions
1. Leveraged the 

component audit to 
identify possible 
customized components.

2. Worked with individual 
teams to define custom 
requirements.

3. Designed universal and 
custom components in 
tandem to ensure 
consistency.

Outcomes

Step No. 4: Define strategy

KEY ACTIONS AND OUTCOMES U N I V E R S A L  C O M P O N E N T

C U S T O M  C O M P O N E N T

Progress meter and required
notations added

Generic by design

Universal components were customized 
for specific teams.



PROBLEM STATEMENT: BUILD COMPONENTS

Step No. 5

How can I translate the design strategy 
into reusable components that 
improve consistency across teams?
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Step No. 5: Build components

HYPOTHESIS

A tokenized design system will replace 
inconsistencies with a shared language for 
designers and engineers.

METHODS

1. Establishing semantic token naming 
conventions will create a shared language.

2. Building universal components around 
tokenized foundations* instead of fixed styles 
will minimize design and engineering drift. 

3. Referencing token standards will strengthen 
design QA and implementation reviews.

4. Enabling system-wide updates will propagate 
consistent changes across products.

*Using Tokens Studio (this was before Figma supported tokens) 
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1. Some teams spent 
millions of dollars 
building out custom 
functionality to meet 
business requirements.

2. Some stakeholders had 
strong opinions on color 
and typography.

3. Naming conventions 
varied between (and 
even within) teams.

4. Less-obvious design 
details like component 
padding varied within a 
single product.

Limitations
1. We collaborated with 

teams to skin custom 
builds with universal 
colors and fonts.

2. Universal styling reflected 
accessibility requirements 
and were required for 
legal compliance.

3. Tokenized semantic 
naming creating a shared 
language.

4. We created core numeric 
tokens and leveraged 
them in spacing tokens.

Solutions

Step No. 5: Build components

LIMITATIONS AND SOLUTIONS 

All tokenized colors in the new system met 
accessibility compliance standards for legal clearance.
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1. Created token variants 
classified by Core 
Values, Brand Values, 
Color Application, and 
Layout Application. 

2. Authored 
documentation around 
semantic naming 
conventions and usage.

3. Exported tokens to Json 
for integration into the 
development process.

Actions
1. Decisions around styling 

details (colors, spacing, 
etc.), responsive behavior 
(breakpoints, dynamic 
type sizing), and 
accessibility (contrast 
standards, screen-reader 
friendly UI patterns) are 
all codified in the tokens.

2. Designers and engineers 
access the same single 
source of truth. 

3. Engineers can begin a 
clean implementation 
with tokenized values 
already coded.

Outcomes

Step No. 5: Build components

KEY ACTIONS AND OUTCOMES

Semantic naming conventions defined a shared language.



PROBLEM STATEMENT: COLLABORATION

Step No. 6

How can I partner with engineers 
on an implementation that’s scalable,
accessible, and maintainable?
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Step No. 6: Collaboration

HYPOTHESIS

Code-level collaboration on sematic tokens and 
accessibility standards will reduce ambiguity, 
improve quality, and shorten development cycles.

METHODS

1. Leveraging Tokens Studio and Figma together 
will produce useable assets for engineers.

2. Collaborating directly in Storybook will lessen 
visual and accessibility QA cycles.

3. Consulting on a code level will improve 
implementation.

4. Mentoring engineers on accessibility will 
increase skill levels.
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1. Figma didn’t yet support 
native design tokens, 
only styles. 

2. Developers lack 
knowledge and skills in 
accessible code best 
practices.

3. Confluence isn’t a part of 
engineers’ workflow and 
would be a poor home 
for documentation.

Limitations
1. Used the Tokens Studio 

to author, manage, and 
export tokens.

2. Partnered directly in 
Storybook to enable both 
clean implementation 
and team mentorship.

3. Agreed to use zeroheight 
as the source of truth for 
engineers. 

Solutions

Step No. 6: Collaboration

LIMITATIONS AND SOLUTIONS 

Tokens Studio allowed us to create and manage 
design tokens.
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1. Exported tokens to Json 
for as part of the 
development process.

2. Worked directly in 
Storybook evaluate code 
accessibility.

3. Added all 
documentation around 
usage, rules, etc. to 
zeroheight.

Actions
1. Figma’s advanced 

features, combined with 
Tokens Studio, 
streamlined design and 
development workflows.

2. Building accessibility into 
the process from the 
beginning lessened QA 
costs and ensured legal 
conformance.

3. Using zeroheight 
reduced ambiguity, sped 
development, and 
simplified the QA 
process.

Outcomes

Step No. 6: Collaboration

KEY ACTIONS AND OUTCOMES

A structured workflow shared across teams.



PROBLEM STATEMENT: ENSURE ADOPTION

Step No. 7

How can I drive consistent 
adoption across dozens of 
product teams?
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Step No. 7: Ensure adoption

HYPOTHESIS

Clear documentation, role-specific resources, 
and convenient support channels will lower 
barriers and encourage long-term use.

METHODS

1. Establishing a shared documentation source 
with usage examples allows teams beyond the 
pilot to adoption the system more easily.

2. Running organization-wide educational 
activities will socialize the new system. 

3. Including support channels with clickable 
contacts would help ease the pains of 
transitioning to the new system.
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1. Facilitated and recorded 
learning sessions (lunch-
and-learns, team 
standups, etc.) for long-
term use.

2. Held office hours for 
individual team training 
sessions on team-
specific library usage.

Actions
1. Educational materials are 

permanent and can be 
leveraged when 
onboarding new 
employees.

2. Teams with custom needs 
aren’t excluded from the 
design system.

Outcomes

Step No. 7: Ensure adoption

KEY ACTIONS AND OUTCOMES



COMCAST BUSINESS DESIGN SYSTEM
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