Design Systems Tools:
Selection and Workflow Design

Goal:
a repeatable method for toolchain selection
and workflow design

@

o SCOpe:

v design surfaces, tokens, docs, component
tooling, CI/CD, agents i
®
e Why now: i
T DTCG 2025.10 stable, component libraries |
commoditized, agents first-class ‘
< Core tension: :
(A adoption, not construction — hardest challenge ‘
|

five years running

Only 31% of organizations with a design system
use it across every surface

e

What you get:
decision framework, constraint checklist,
blueprints, roadmap




The 2026 Toolchain Landscape at a Glance
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Six layers, not one platform:
surface, authoring, transformation,
workshop, docs, governance

Design surface: Figma near-
universal at 97%; Penpot the
mature self-hosted alternative

Tokens: Figma Variables plus
Tokens Studio for authoring;
Style Dictionary or Dispersa
transform

Workshop and quality: Storybook
or Ladle, Chromatic or Playwright,
axe-core gates

Docs: zeroheight, Supernova,
Knapsack, Frontify — or DIY
Next.js and Astro

Boundaries blur: evaluate
capability, not category

TOOLS ENABLE
BETTER TOGETHER



What Actually Changed Since 2023

shadcn/ui shifted
distribution: components
ship into your repo

as owned source

|

«

B DTCG spec hit first
stable version (2025.10);
tools now export to it

Al coding agents
<B and MCP became a
tooling category,

rewarding repo-first
systems

I

2023 2024

l

-o—  Figma Variables shipped,
=% but code-sync API stayed
Enterprise-gated

2025

l

Figma Code Connect
went GA, making the
Figma-to-code bridge
first-class

<[>

o >

2026

l

Vite displaced Webpack,
4 lifting Vite-native
workbenches like Ladle

A MORE OPEN, BUILDABLE FRONT END



Reference Architecture: The Five-Stage Pipeline

FROM DESIGN TOKENS TO REAL-WORLD PRODUCTS

&

P >

Author Store Transform
e Author: Figma e Store: DTCG e Transform: Style
Variables or token files in Dictionary generates
Tokens Studio — version control; CSS, Tailwind,
values change changes ship as TypeScript, i0S
in one place. pull requests. and Android

outputs.

Verify

Verify: schema
validation, reference
resolution, contrast
and accessibility
checks gate
publication.

- - @ - ¥
Consume and observe

e Consume and

observe: packages
feed products;
telemetry flags
consumers on
stale versions.



Selection Criteria and a Weighted

Decision Framework

- o 0

Evidence &
Last Verified

O G G G @ @

Derive criteria from buyer
friction and goals—not
vendor feature lists

Keep the matrix to 4-7 criteria
that can actually change
the decision

Set weights before any demo,
totaling 100 for interpretable
results

Anchor every score to a test,
not an adjective like "small bundle”

Record evidence provenance
plus a last-verified date per row

Run sensitivity: a ranking flip
from reasonable weight changes
is information




Solving for Constraints:
Multi-Brand, Accessibility, and Migration

. Brand A — .
~

. BrandiB ey Component
Layer

Brand-agnostic
components

e Multi-brand splits at the semantic layer,
not components

e Components stay brand-agnostic;
brands override semantic mappings

Accessibility
Constraints

—_— Brand A
semantics
dgb @ WCAG 2.2
Semantic ey Brand B
Token Layer semantics

Brand-specific
semantic overrides

) . Brand C

semantics O EAA

e Export to DTCG (.tokens.json); keep raw tokens
in the repo

e Legacy migration: mapping is the work,
execution is automated

e WCAG 2.2 baseline; EAA enforceable since June 2025 e Licenses stack: Tokens Studio sits on top of Figma



Workflow Blueprint:
From Token to Production Component
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Figma edit sync PR Cl rebuild versioned release changelog entry

One source of truth per token — generate everything downstream
Three tiers: primitive values, semantic meaning, component scope

Name by purpose: "color.action.primary’, not "blue-500

Token changes ship as pull requests; design review becomes code review
Reference flow: Figma edit — sync PR — Cl rebuild — versioned release

Migrate components opportunistically, not in a dedicated sprint



Integrating Tools into Engineering Delivery

CI/CD gate
A
Auth lint type-check build interaction visual ally bundle c
e tests regression scan budgets Aggregate status EooE
check required
for merge

@ CI/CD gate: lint, type-check, build, interaction tests, visual
regression, ally scan, bundle budgets Adoption telemetry

® Aggregate status check required for merge; visual regression
only works if it blocks PRs

® Versioning: package-level SemVer for small cores; per-component
only at very large scale

® Ship codemods with every breaking change — missing migration

paths tax each consumer
Coverage, drift (override count),

@ Adoption telemetry: coverage, drift (override count), version version distance behind latest major
distance behind latest major

@ Path filters exclude non-source PRs so pipeline cost tracks
real change



Al Agents as a New Layer
in the Toolchain

Figma Code Connect
® Alcoding agents read the repo, not the Dev Mode MCP

canvas — code-first systems ship faster ® @
|

® Figma Dev Mode MCP exposes frames, Al Agent
tokens, and component graphs to agents

Figma Canvas

® Code Connect decides whether agents
reuse your components or invent new ones

@ Without a token file, every generated
screen drifts on color and spacing

® Repo context files (CLAUDE.md, editor
rules) and lint rules are 2026 governance

@ Treat the agent layer as commodity:

keep the system portable, not the vendor ol

BETTER TOOLS. BRIGHTER BUILDERS. HUMAN + Al. HIGHER TOGETHER.



Governance, Ownership, and Contribution at Scale

Centralized

TN

A single team makes
most decisions.

Three models:
centralized, federated,
hybrid — mature teams
converge on hybrid

o
e

Small core owns
tokens, primitives,
architecture, and the
contribution process

Federated

Teams make decisions

within their areas.

O

Product teams extend
inside guardrails; core
reviews, not builds,
every component

~

Core
Tokens
S IES
Architecture

Contribution
process

Hybrid

+ Guardrails
—

v

v

Mature teams converge on hybrid.

Product team

Product team

Product team

Product teams extend inside guardrails;
core reviews, not builds, every component.

Publish specific criteria:
usage threshold across
domains, WCAG 2.2 AA,
token compliance

Y
_J

Visible lifecycle —

proposal, prototype,

beta, stable,
deprecated — with
a named owner

=

Response SLAs
protect the pipeline;
six weeks of silence
breeds one-offs




Measuring Success and /I'

Making the ROI Case

FROM METRICS TO BUSINESS IMPACT

Baseline before rollout: cycle time,
coverage, override rate, defect counts

Report outcomes, not outputs:
reuse rate, propagation time, cost of change

Only 5% of teams track ROl —
a clear differentiator opportunity

Benchmarks: 30-60% reuse,
~18 months to positive ROI, 40-70% handoff gains

Tie metrics to business language:
hours per sprint, Ul tickets avoided

Decision rule: most pipeline failures
are process gaps, hot tool gaps

000000

MEASURE
INSIGHTS
DRIVE IMPACT

B Baseline before rollout
. Current

|| II hh

Business Impact
Translate metrics into

hours saved per sprint.

PEOPLE PROCESS BETTER PRODUCTS  —m—



Tool Selection Scenarios: Small Team vs. Enterprise

2 -\ 2 \ FY v N\ ——B] % ’.‘ .

Small team Growing team Mid-market Enterprise

. (5-20 engineers) ) .

+ Small team: Figma plus one « Mid-market: add accessible » Enterprise: multi-brand theming
token pipeline and code-first » Growing team (5-20 engineers): documentation; choose docs-led and governance justify a full
components; skip docs add automated token sync or token-pipeline-led by biggest platform — and dedicated staff.
platforms. when drift becomes real. gap.

ealti Level 2

» Target a solid Level 3; add Level 4 only once Level 3 adoption is stable. e

- e enterprise systems at startup scale;
Anti-patterns:

» shadcn tools where version pinning is required.



Migration Pitfalls and Lessons Learned

e Sequence migrations — never
stack Ul library, framework,
and build changes at once.
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e Audit first: inventory, usage
frequency, complexity, and
ally debt drive an impact-
ordered queue.
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e Strangler pattern beats big
bang: new work uses the new

system from day one.

&

e

e Silent failures: hardcoded
limportant, focus-trap
differences, dynamically
built class names.

.component {
color: red !important;

}

e Map components before
writing code; the mapping table
becomes a governance asset.

I
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e Tool longevity is a scoring
criterion — retired tools leave
stranded teams.

saede
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Adoption Roadmap and Your Next Steps

From foundation to lasting impact

L A & ©)

Assess Pilot Migrate Optimize
; Go/no-go = s
90-day wins n 12-month goals ehedknalnts s= Action items
e tokensinrepo (DTCG), e multi-brand theming, e adoption, contribution e scored matrix,
one Cl transform, telemetry, codemods, cycle time, override rate token pipeline map,
one gate MCP surface owner with release
authority
@



PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/c744781b/public


https://personwise.ai/t/c744781b/public?entry_surface=public_courseware_pdf

