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What did you do last weekend?
Working smarter, not harder to avoid working overtime
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We initially wanted to better manage the gap 
between client expectations and the design 
process to manage workload. 

Eventually resulted in changing behaviours to 
manage expectations within the team. 

We each learnt and understood our role better 
within the team through the PDSA cycles.

Problem and evidence base
Naive client expectations on the design process end up 
costing the client more and invades precious weekend 
family time to rectify

Aim for change
We wanted to improve client design process expectations 
during the proposal phase so that weekend work is 
eliminated during the delivery phase

Understanding the problem

Working	under	
pressure	over	
weekends	

No set proforma for taking 
client requests  

Process People 

Materials and Tools Environment 

Proposal structure complicated 
with too many variations  

Mixed approach to identification 
of client expectations  

No structure on how to 
manage team workload  Limited previous experience  

Lacking some soft skills  

Remote or online briefings 
are not consistent 

Studio not organised to 
locate items 
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Process maps, fishbone and histogram diagrams 
facilitated discovery of issues in workflow within our 
team earlier in the process

Our ideas
Tracking time to measure accuracy of work time 
estimations

Short catch up calls/meetings every morning to 
align priorities across the team and use a team 
calendar to see and allocate work

Rotate email monitoring so not everyone is 
checking simultaneously

Allocate leads for each client so they can contact 
the right person and get the correct information

Give better/more considered feedback on design 
work internally to avoid delays in re-doing designs 
after client sees them

Plan-Do-Study-Act (PDSA) cycles

Hold face to face Monday morning 
meetings to prioritise and allocate 
work

Use a time tracker to check if 
work takes more or less time 
than estimated

Short catch up calls/meetings every 
morning to align priorities internally

D: Set up the 
first meeting 
in calendar

D: Send team 
link to app 
for install and 
sign up

D: Set a time 
each day for a 
catch up call

S: Meeting 
held, but too 
much to get 
through – was 
too long

S: Varied 
engagement 
but better 
perception of 
work & realistic 
expectations

S: Calls do 
take place daily 
and we map 
out deliverables 
for each day

A: To prioritise 
‘problem’ 
projects we 
tried a time 
tracker

A: Following 
from Cycle 1 
we wanted 
to try daily 
meetings

A: Using this 
approach 
as better 
transparency 
for the team

P: Hold Monday 
morning 
meetings face 
to face

P: Use time 
tracker to see 
if work takes 
time that we 
estimate

P: Short catch 
up meetings 
every morning 
to align work 
priorities
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