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01 — Executive Summary

Product: ChangeFlow is a desktop-first B2B SaaS product that helps IT teams understand, manage and
track software changes from development through production.

Research: Primary research with a 5-member IT team, supported by secondary research into broader
change/release-management patterns.

Central finding: The team already had a workable development-to-production process. The bigger
challenge was visibility and coordination when multiple changes moved through GitHub,
communication channels, staging and production at the same time.

Design response: ChangeFlow acts as a management and visibility layer around the change lifecycle
instead of replacing GitHub.

Deliverable: A complete desktop SaaS concept with 10 core product screens, supporting states and a
reusable design system.

Evidence note

No quantitative usability metrics are fabricated. Where validation is
described, this case study documents the method and intended
evaluation rather than inventing scores.
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02 — Context & Problem

Software changes often pass through several people and tools before reaching production. The
development workflow itself can be understandable, but the surrounding coordination becomes harder
as the number of simultaneous changes grows.

In the researched team, changes moved through discussion, PRD, development, developer testing,
staging, tester validation, review/approval and production. Approvals were handled through email and
Microsoft Teams, while GitHub was the main place to identify and manage code changes.

The research did not suggest that the organization needed a completely new development process.
Instead, it exposed a visibility problem: the information needed to understand a change was
distributed across different places.

Problem statement

Teams know how to move a change to production, but managing
multiple changes at once makes it difficult to know what is ready,
what was tested, who approved it and what caused an issue.
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03 — Research

Primary research with a 5-member IT team

Area

Who creates changes?
Who reviews?

Who approves?

Who implements?
Who monitors?

Workflow

Approval channels
Status tracking
Information loss
Approval delay
Mistakes

Hard to find
Approver needs
Risk signal

Priority

Success

Observed answer

A team-level developer.

Developer lead for code; manager for some application changes.
Developer lead.

Developer lead.

Business owner.

Team discussion - PRD — development - developer testing - staging — tester —»
review/approval - production.

Email and Microsoft Teams groups.

GitHub was the main place used currently.

Important context can get buried in chat/communication threads.

Lead may be busy with other work.

Insufficient testing and many changes being approved/tested together.
What caused a production error.

What changed, why, affected files/components and testing context.
Core/main files affected was one current signal.

Severity.

Production works normally.

Follow-up findings

The team clarified that quality expectations include no build errors, no merge conflicts and proper
commenting. A change is considered ready from a testing perspective when all test cases tied to the

PRD have passed.

Critical insight: when many PRs are approved and tested together,
identifying the change responsible for a production issue can become

difficult.
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04 — Research Synthesis

Theme

Visibility

Approval confidence
Testing clarity
Traceability

Parallel changes

Post-production learning

Key insight

Implication

Users need to know where a change is without searching across tools.
Approvers need concise, decision-ready context.

Everyone should be able to tell whether required tests have passed.
PR, testing, approval, deployment and outcome should stay connected.
Overlapping changes should be easier to see.

Failed changes should retain their history and outcome.

IT teams don't necessarily need a new development process. They
need better visibility and management around the process they

already follow.

Secondary research was used as supporting validation for broader patterns such as approval
bottlenecks, change collisions, testing visibility, failed changes and emergency changes; it did not
override the primary research.
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05 — Users & Jobs-to-be-Done

User Need Friction

Change Owner / Developer Create and track a change; connect the PR; keep Repeating the same explanation across multiple

context together. places.
Approver / Tech Lead Understand impact, risk and testing quickly. Limited time + fragmented context.
Tester / QA Know what to validate and record results. Multiple changes can make ownership/status
unclear.
Business Owner Understand what changed and whether Too much technical detail or insufficient
production is healthy. visibility.
Jobs-to-be-Done

* Developer: release a change with enough context and track it to production.
e Approver: understand impact, risk and testing so a confident decision is possible.
* Tester: validate the right cases and make readiness visible.

* Business owner: understand what happened after production.
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06 — Define & Product Strategy

How might we...

Help IT teams manage changes from development to production with
clear visibility and less coordination overhead.

Product vision

ChangeFlow gives IT teams one clear view of every change — from
development and testing to approval and production.

Positioning: GitHub remains where developers work. ChangeFlow becomes the management and
visibility layer around the change.

Core product object

Change - PR - Testing —» Approval » Deployment -» Outcome
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07 — MVP Definition

Feature

Change creation
Change overview
GitHub / PR connection
Testing tracking
Approval workspace
Risk & readiness
Change calendar
Deployment status
Production outcome

Emergency change path

Out of scope

Why it belongs

Creates the single source of truth.

Makes current state and key context visible.

Keeps code context connected without recreating GitHub.
Shows whether required test cases have passed.
Reduces context switching for approvers.

Explains risk and what is still missing.

Makes overlapping changes visible.

Shows rollout state.

Closes the loop and preserves the result.

Supports urgent changes while preserving traceability.

Not a code-hosting platform, full project-management tool, full test-management suite or complete
incident-management system. Advanced Al risk prediction was also outside the first MVP.
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08 — Information Architecture

Navigation Purpose

Dashboard Attention items, pending approvals, testing, upcoming deployments and activity.
Changes Central workspace for all changes.

Approvals Focused decision queue.

Calendar Deployment windows and potential conflicts.

Insights Management-level patterns and performance.

Settings Workspace, environments, change types, permissions and integrations.

The Change is the single source of truth. Users do not need a separate
mental model for each lifecycle stage.
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09 — Primary User Flow

Stage User action System response

Create Create change + essential context. Create change record.

Connect Link GitHub PR. Show PR and affected code.
Validate Run developer/tester validation. Track cases and readiness.
Review Approver checks context/risk/testing. Approve or request changes.
Schedule Select deployment window. Add to calendar.

Deploy Run deployment. Show live state/logs.

Validate Confirm production health. Record post-deployment checks.
Close Record outcome. Preserve complete history.

Interaction principle

A change is a living record, not a rigid checkout flow. Users can return later and continue from its
current state.
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10 — Low-Fidelity Wireframes

The wireframe phase focused on information hierarchy, task completion and lifecycle clarity before
visual styling. The complete product was mapped rather than designing only portfolio showcase
screens.
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11 — Visual Design System

The visual system was designed for a desktop-first B2B SaaS product: clear hierarchy, restrained color,
high information density without visual noise, and strong status communication.
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12 — High-Fidelity Screens

The high-fidelity phase translated the wireframe structure into a cohesive web application with a light

workspace, rounded cards, subtle shadows, blue/indigo actions and semantic status colors.
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Change Details + Approvals

f: ChangeFlow Q. Search changes, PRs, people, o ything. 2K
{3}  Dashboard « Backto Changes
B CF-284 Payment APl timeout fix © inTesting
Fixes timeout issue in payment AP causing failed transactions.
& Appovas @ @ Prodcton O Backend @ MedumRsk @ NomalChange
(9 Calendar
Overview Impact & Risk GitHub / PR Testing
il insights
Description
Payment APis retuing imeout ers uring high traffi whch causes:
& integrations i e racuf Ko 5215806
O Gt
Change Details
@ Settings
Change Type: Bug Fix.
Envionment Producton
Relted Servee  Payment Service
Requested By e Priyas.
QAEngreer
Ouner Aok
ackend Deveoper
priorty 0 Medum
Planned Start 0ct12,2026, 1000PM
Planned End Oct 12, 2028, 1100 PM
Rested ncident  INC-1123
Attachments
E‘Q @  timeout-error-logs.xt 12k8 &
Keep your
releases ontrack B proposed-fix-detaisp noke &
Connect Gk, set p
i o w0ke

changes effortiessly.

+ Add Attachment
© comectcitn

Central change record and approval queue.

ChangeFlow — Deep UX Case Study

I Piyas.

QA Engneer

Grested Last Updsted
Bocw2ms  © zhomsan

Approvals Activity

Change Progress

Created
0ct 10,2026, 1126 AM

Impact Analysis
0ct10,2026,0112PM

GitHub PR
0ct 10,2026, 03:45 PM

Testing I Progress
0ct 11,2026, 1020 AM

() Approvals  Pencing

Deployment ot Started

() Closed Not Started.

People Involved

fas GAEngineer
Requestor

! MK Do

owner

a NeaR. Techlind
& oo

RONEM. - po,0ps Engreer
Reviower

Tags
pomartl) (i) ([t

backend |+ Add Tag

t: ChangeFlow
R} Dashboard
[E]

Changes

Approvals @)

() calendar

il nsights

@ ntegraons

e

GitHub

€3 settings

&

°

Keep your
releases ontrack
Connect GitHub, setup.

teams and start managing
changes effortessly.

©) conneet Github

T U P

@A Engineer

Approvals AEmioments v NewestFrst v

Review and approve changes before they are deployed.

Pending(5)  MyApprols  Approved Relected

@ CF-284 Payment AP!timeout fix © reect |

© Podction © MedumRisk  © NomaiChange
Fixes timeout isue i payment AP| causing faded ransactions.

i e

View Detais

@ CF285 Databasemigration [ oo L)

© Poducien @ HohRsk  © StndardChange

Schema changes fo user activity logs table. Viewétals

e

@  CF291 Analytics dashboard update P (o, . |

|
Osuorg 0 Lmsk O Nomicmge |
hiprovenrtsannew motis foraaylcs dstbosc, i i
@ heon - ressidone
| o CF283 Emaiseniceconfguration =3
©rdiin O MesmAs @ Suna O —
Update SMTP canfiguration for better emi defiveratiy. View Details
| @ v, - raost1coy o
® CF-295  User profile feature release: Approve [ © Refeet )
© staging © LowRisk © Nommal Change =
New prfl etings vithavatar uplosd andpetrencs, o
@ rins. - reansea2aomom
Showing 1105 of 5 approvals < . >
Approval Workfiow
Eachcharge g though e sl pocss eson svient and ikloe
@ -] s D
i ie Final Approval
By Roesior Teehvoad SecrtyTeam ChangeNorager

15



Calendar + Insights
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Testing + Deployment
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13 — Final 10-Screen Product Scope

# Screen Primary job

01 Dashboard See what needs attention.

02 Changes Find, filter and manage changes.

03 Create Change Create a structured change record.
04 Change Details Understand one change end-to-end.
05 Approvals Review and decide.

06 Testing Track test cases and readiness.

07 Calendar See deployment windows and conflicts.
08 Insights Understand operational patterns.
09 Deployment Manage and monitor rollout.

10 Production Outcome Validate, record outcome and close.

Supporting states include pending, in-progress, failed, approved, requested changes, scheduled,
deployed, rollback and emergency-change states.

ChangeFlow — Deep UX Case Study



14 — Usability Validation

Validation goal

Can an IT user understand a change, complete the required action and move it through development
- testing —» approval — production without unnecessary confusion?

Recommended participant mix

Two developers, one QA/tester, one tech lead/manager and one person familiar with software projects.
The original 5-member IT team is especially valuable.

Task scenarios

e Find the current status of the Payment API timeout fix.

e Find what is changing, why, affected service and current risk.

* Verify whether testing is complete and whether anything failed.
e Approve the change after reviewing the required context.

» Use Activity/History to understand what happened before a production issue.

What to observe

* Lifecycle/status clarity.

e Approval confidence and decision context.

* Testing comprehension.

¢ Ability to trace PR - testing —» approval —» deployment.

e Information overload on Change Details.

Evidence discipline

This document does not invent task-completion percentages, SUS scores or time-on-task results. Those
should only be added after actual sessions are recorded.
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15 — Accessibility & Interaction Principles

Principle

Hierarchy

Status
Interaction
Contrast
Consistency

Traceability

Decision

Strong titles and progressive disclosure prevent dense enterprise screens from becoming visually
flat.

Color is paired with labels/icons.

Controls use comfortable click targets.

High-contrast neutral text with restrained semantic colors.
Reusable buttons, badges, inputs, tables and navigation.

Important actions leave visible history.

Responsive strategy

Desktop is primary because users work with tables, approvals, testing evidence and deployment
schedules. Smaller breakpoints should collapse secondary navigation and convert wide tables into

focused views.

ChangeFlow — Deep UX Case Study
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16 — Reflection & Portfolio Takeaway

What makes ChangeFlow a deep UX project?

e The product starts from a real workflow rather than an invented interface.

* Primary research directly influenced the problem definition.

e Secondary research validated broader patterns without overriding team evidence.
* The solution complements GitHub instead of replacing it.

* The Change object creates a consistent mental model.

e The full app architecture is designed, not only five showcase screens.

Final portfolio statement

| designed ChangeFlow, a desktop-first change-management
workspace, after researching how an IT team moves software changes
from development to production. The research revealed that the
biggest challenge was not the process itself, but fragmented visibility
when multiple changes moved through GitHub, testing,
communication and production together. | translated that insight into
a change-centered product architecture, end-to-end workflow and
high-fidelity SaaS experience that connects PRs, testing, approvals,
deployment and outcome in one place.

END OF CASE STUDY
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