
How DocuSign 
brought product 
planning to the cloud

Learn how Lucidchart helped 
DocuSign streamline their product 
planning cycle with a new approach 
to quarterly planning.



The Challenge

As the Senior Director on the Program Management 
team at DocuSign, Jen Zagofsky was looking to improve 
the Product Development organization’s planning cycle. 
Jen was searching for ways to drive increased visibility, 
collaboration, and efficiency with their geographically 
dispersed teams in Seattle, San Francisco, and Chicago. 
In doing so, the team began leveraging materials 
around a Scaled Agile Framework.

A key component of Scaled Agile is increment planning, 
which DocuSign performs quarterly. The prescribed 
planning process functioned only if all participants were 
in the same physical location. Very hands-on, it consisted 
of constructing a large product development board with 
horizontal swimlanes designating teams and vertical 
swimlanes designating sprints. Different stories, epics, 
or pieces of work were written on Post-it notes scattered 
throughout the resulting checkerboard, with strings 
linking the dependencies.

This giant board hung on a wall and worked as a visual 
for getting everyone on the same page—but only when 
everyone was in the same location. However, with 
employees across multiple locations, including working 
from home offices, rolling out this method on a large 
scale to everyone simply wasn’t feasible. Rather it was 
limited to 30–40 members of the leadership team in an 
overcrowded room.

“We would be in there all day, overwhelmed by this giant 
poster chart and simply trying to keep everyone sane 
until the end of the day,” recalls Kunal Arora, Senior 
Program Manager at DocuSign. 

DocuSign needed a visual tool that would provide an 
interactive, collaborative and visual experience across 
multiple locations

DocuSign was 
searching for 
ways to drive 
increased visibility, 
collaboration, and 
efficiency with their 
geographically 
dispersed teams.



 sales@lucidchart.com | 650-733-6172

The Solution

Jen began investigating tools to fill the gaps in the 
team’s quarterly planning process.  After talking to IT, 
consultants, and others doing similar work in Program 
Management, she was surprised to discover that not 
a single person could offer any sort of solution for a 
decentralized company. 

“It was actually extremely difficult for me to find a tool. 
It was a novel question, and I never found a great 
response—so I decided to figure it out myself.”  

As she began her search, Jen knew her requirements. 
The team needed a tool that was cloud-based but that 
also offered parameters. After experimenting with one 
possible tool, she found it didn’t have the constraints 
she was looking for—she didn’t want the planning 
process to turn into an art project.

Finally, Jen came across Lucidchart, an online diagram-
ming solution, and she started a free account. She 
quickly realized she had at long last discovered the 
solution meeting all her specifications—Lucidchart is 
in the cloud, making it accessible for everyone, and 
its ease of use allows anyone to begin using it without 
formal training or instruction. 

“That’s what makes Lucidchart great,” Jen explains. “It’s 
real-time, and it’s in the cloud. Three teams can be 
updating it at once.”

Armed with Lucidchart, Jen and her team were able 
to tackle the quarterly planning process head on, 
transforming it from an in-person demonstration of a 
paper model into a two-day collaborative process. Jen 
creates a Lucidchart document containing all the teams 
and sprint dates. Team members then take the two days 
to brainstorm their projects for the next few months 
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and collectively add their specific deliverables to the 
document.  

“Lucidchart allows teams to more accurately and 
efficiently reflect what their commitments are each 
sprint. The tool helps us make adjustments to those 
commitments on the fly, as we have the flexibility to 
revise as needed. Lucidchart is working wonders for us,” 
said Kunal of the new process. 

At the end of each day, Jen organizes a team-wide 
check-in. Regardless of physical location, all employees 
join the shared WebEx and collaborate as they walk 
through the Lucidchart diagram together. Everyone can 
see the document—there’s no need for back-and-forth 
emails. Throughout the meeting, anyone can edit or add 
comments in real time. 

“It’s very easy to use, yet when I need it for a complex use 
case such as this, I can drill down and get the functional-
ity I need,” says Jen.
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Results

Lucidchart allowed the Product Development team to 
completely rework the quarterly planning process. To-
day, an unlimited number of employees can collaborate 
from several different physical locations while enjoying 
an even more interactive experience than before. 
Lucidchart is the communication tool that bridges the 
gap without requiring all employees to travel to a single 
location. 

“Making the change from the paper model to Lucidchart 
has made us more efficient. It allows us to communicate 
and convey information to teams across the globe 
interested in learning about what we’re working on next 
quarter,” Kunal states. “Before we had to fly in different 
teams to one location, but now anyone can access the 
diagram remotely from various locations, update their 
plan throughout the day, and join the Webex call to walk 
through the plan.”

The improved process has helped the team achieve a 
dramatic increase in their quarterly delivery rate.

“Lucidchart is absolutely required for our process now. 
I don’t know how we would get this information ready 
and in front of the executive team without the use of this 
tool. We are very excited about this process and how it 
is working for us,” Kunal states. 

The experience exposed the Product Development 
team to the tool, and they quickly identified other areas 
of work where the visual and collaborative nature of 
Lucidchart could add value. Today they use Lucidchart 
to build workflows for anything from new hire trainings 
to quality process control. Currently, the team is utilizing 
Lucidchart to design an integration workflow involving 
DocuSign and three other parties. They are able to track 
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APIs being called, data being tapped, and all processes 
occurring in between first and final outputs. 

The use of Lucidchart has now expanded beyond the 
Product Development team at DocuSign. As word 
spread about how this tool helped the team refine their 
processes, the request for additional licenses kept pour-
ing in. The UX, Engineering, and Sales teams are among 
the employees now using Lucidchart for flowcharts, data 
flow diagrams, and other diagram types in their own 
work projects. Many of these are non-PC users excited 
to finally discover a cloud-friendly diagramming option 
that works across any operating platform and satisfies all 
their diagramming needs. 

As adoption has spread, DocuSign has taken advantage 
of the many integrations Lucidchart offers. Doing so has 
allowed the product to work seamlessly with tools the 
company already regularly uses, such as the Microsoft 
and Atlassian suites and Google Apps. As a company 
extremely focused on data protection, the IT team at 
DocuSign was thrilled to integrate Lucidchart with Okta 
to enable single sign-on for enhanced security. Jen and 
the Product Development team were especially excited 
to hear about the Confluence integration, which is in the 
process of being implemented and is anticipated to ad-
dress a variety of pain points in their processes. They are 
looking to integrate with JIRA as well, as they currently 
use the application to build upon their sprint plans. 

The Program Management team started a revolution—a 
visual thinking revolution that has helped DocuSign 
improve their processes as they help tens of millions of 
users around the world improve theirs. 
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About Us

Lucid Software is a leading provider of cloud-based 
visual productivity applications. Lucidchart, a diagram-
ming application, and Lucidpress, a design solution, 
are utilized in more than 175 countries by more than 8 
million users, including Comcast, NASA, Netflix, Target 
and Xerox. Since the Utah-based company’s founding 
in 2010, Lucid Software has grown in revenue by more 
than 100 percent each year and has received numerous 
awards for its business and workplace culture. For more 
information about Lucid Software, visit golucid.co.

DocuSign® is changing how business gets done by 
empowering more than 250,000 companies and more 
than 100 million users in 188 countries to send, sign and 
manage agreements anytime, anywhere, on any device 
with trust and confidence. DocuSign replaces printing, 
faxing, scanning and overnighting paper documents 
to transact business. DocuSign enables organizations 
of every size, industry and geography to make every 
decision, approval, workflow and signature fully digital.
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“Making the change from the paper 
model to Lucidchart has made us more 
efficient. It allows us to communicate 
and convey information to teams 
across the globe interested in 
learning about what we’re working on 
next quarter.”

Kunal Arora 
Senior Program Manager


