
J A M E S  F E L L

Selected case studies highlighting the business challenges, 
leadership decisions and measurable outcomes behind 
transformative product work.

Additional product strategy, organizational leadership, research 
and execution details are available in person.

Selected 
Case Studies



Mint
CONTEXT

A leading personal finance app that helped customers track 
spending, create budgets, and monitor net worth by connecting 

their financial accounts into one experience.



40% growth in monthly active users in under 
four months

Critical to establishing a year-round 
consumer financial ecosystem beyond 
tax season

Led the end-to-end product transformation 
across multiple teams, shaping strategy, team 
structure, and execution

2021-2022

Mint
C A S E  S T U DY

I M PAC T

W H Y  I T  M AT T E R E D

T I M E L I N E

M Y  R O L E



Taxes are just one of many 
financial jobs a year a 
customer completes.

E C O S Y S T E M  O P P O R T U N I T Y



BUSINESS PRESSURE

monthly visits 
declining

17 → 14

4.8 → 4.5

MAU

40M+

38% growth 

10% increase

EXIST ING S IGNALS BUSINESS EXPECTATIONS

app store ratings 
slipping

growth had 
plateaued

TurboTax ecosystem 
reach

month-one 
retention target

overall retention 
rate



Used Mint to monitor 
spending, balances, and 
transactions across their 
financial accounts.

Came to Mint during moments 
of financial change to budget 
better, reduce debt, save money, 
and regain financial control.

CUSTOMERS

For Trackers For Goal Seekers





Transform Mint beyond 
tracking to help people make 

financial progress.

THE MISS ION



BEHAVORIAL  TENSION

Account connectivity created friction 

Ads reduced trust 

Product quality degraded

Improve connection reliability and restore trust in Mint’”

Reduce ad density and prioritize core financial tasks.

Modernize the core experience around speed, clarity, and utility.

MONTHLY ACTIVES PRODUCT IMPL ICATIONS

PRODUCT IMPL ICATIONS

Frame their intent as goals 

Overview is overwhelming 

Customers expected guidance

Redesign onboarding around customer intent and financial goals.

Simplify experience around the customer’

Shift from retrospective tracking toward guided financial progress.

NEW



Customers were using Mint 
for confidence at a glance.
Quickly scanning balances, credit score, alerts, and transactions to determine if anything needed attention.

DIAGNOSIS

scanned overview and 
ended their session.

30%

Entered transactions through 
account-level balances.

45%

Checked alerts before 
transactions or account details.

28%

KEY BEHAVIOR PATTERNS



THE BR IEF

How do we simplify Mint around the highest value behaviors 
while protecting exiting retention and engagement?

Tracker first 
Preserve the speed and confidence 
customers already returned for.

Accounts 
Transactions 
Credit Score 
Alerts 
Financial Progress*80/20 approach 

Bring 80% of high-frequency 
engagement into the overview with 
one-tap access.

CONSTRAINTS CORE SYSTEMS

Onboarding 
Goal-based + fast value

Overview 
Simplified + daily progress

Notifications + Insights 
Bring customers back

PRIORIT IZED JTBD



F INANCIAL  CLARIT Y FRAMEWORK

What changed?

Act

What should I do?

Goals

3

2

Where do I stand?
1



Accounts 
Transactions 
Budgets 
Spending 

TEAM STRUCTURE

Foundation

PODS

Debt 
Savings 

Goals

PODS

Email 
Push 
Alerts 

Notifs & Insights

PODS

Credit cards 
Personal loans 
Investments 
Savings 

Marketplace

PODS

Financial Advice 
Scheduling 
Subscription 

Mint Live

PODS



Orchestration
Building trusted partnerships across product, engineering, platform, and design teams around shared customer and business outcomes.

Cross-functional Platform partners

Identity

IDX (Data Exchange)

IDS (Design System)

TurboTax

General Manager

Analytics Director

VP Marketing

VP Product VP Engineering

Design Director

Design

Design Director Design Manager

Researcher Content Content

TEAM STRUCTURE

Foundation Foundation Foundation Notifications

Marketplace Goals Live Marketing



DESIGN LED TRACKS

Overview 

Data visualization  

Visual System

Reduce friction around the highest value customer behaviors.
Simplify the experience.

Visualize momentum and financial progress at a glance.
Make progress visible.

Modernize Mint with clarity, hierarchy, and craft.
Restore delight and trust.



JUN NOVAUGJUL SEP OCT

OPERATIONALIZ ING THE TRANSFORMATION

DEC

Overview 
Dev handoff

Onboarding 
Dev handoff

Notifications 
Eng handoff

Mint 
Launch

TT 
Freeze

IDS 
Dev handoff

Led cross-functional working sessions to 
shape shared product direction

Aligned product and engineering leadership around 
critical delivery milestones

Secured platform alignment, resourcing, and roadmap 
prioritization across shared systems

Identity 
Dev handoff

Design sprints & Decisions



PRODUCT EXPERIENCE STRATEGY



EXPERIENCE ARCHITECTURE

Top Tabs Separate Tab Hero drawer

A C✓

Evaluated through iterative qualitative testing and engineering feasibility reviews.



EXPERIENCE SYSTEM EXPLORATION



EXPERIENCE SYSTEM EXPLORATION



F INAL EXPERIENCE SYSTEM

Personalized  •  Focused  •  Joyful



JUN NOVAUGJUL SEP OCT

OPERATIONALIZ ING THE TRANSFORMATION

DEC

Onboarding 
Dev handoff

Notifications 
Eng handoff

Mint 
Launch

TT 
Freeze

IDS 
Dev handoff

IDX 
Dev handoff

Design sprints & Decisions

Design 
Kickoff

Overview 
Dev handoff

Overview 
Test Launch



Notifications + Insights

MILESTONES

Onboarding

Overview 
No harm to engagement  + retention

SEQUENCING



GOOD BETTER BEST

Hero only Hero + Color update Hero + Data viz







FROM TOONBOARDING



FROM TOOVERVIEW



FROM TONOTIF ICATIONS &  INS IGHTS



IMPACT

growth monthly 
active users

40%
PRS 
increase

3 pts
app store 
rating

4.8
first-month 
retention

11%



TurboTax Experts
CONTEXT

TurboTax’






C O N T E XT

AI-assisted expert help for 
customers who want confidence, 
guidance, or a fully hands-off tax 
experience.

For Personal Customers

Expert-led tax support for self-
employed and business 
customers with more complex 
filing needs.

For Business Customers

AI-assisted workflows and 
customer context to help experts 
deliver high-quality support at 
scale.

For Experts



C O N T E XT

File with expert help
Assisted

Hand off your taxes
Full Service

Consumer and Business Tax were built on the same two 
foundational service Products and shared systems.

Expert Platform

SHARED SYSTEMS

Identity Data & Docs StartsAI Guidance



Driving 63% revenue growth, +40% unit 
conversion, and 92% faster access to expert help.

TurboTax’s future growth depended on 
successfully transforming from DIY software into 
an AI-assisted, expert-led service business.

Led end-to-end product transformation 
across expert experiences, AI-assisted 
workflows, and related service operations.

2024-2025

TurboTax
C A S E  S T U DY

I M PAC T

W H Y  I T  M AT T E R E D

T I M E L I N E

M Y  R O L E



BUSINESS PRESSURE

assisted market 
penetration

<0.5%

4.5M

98%

85M

83% growth 

Software→Service

EXIST ING S IGNALS BUSINESS EXPECTATIONS

visit and leave for 
competitors

brand perception 
rooted in DIY

potential Assisted 
filers

CG growth tied to 
Assisted portfolio

mandate to evolve 
TurboTax beyond DIY



EXIST ING ASSISTED CORE STRATEGIC EXPANSION OPPORTUNIT Y

Low confidence  
 
High delegation intent  
 
Value conscious 
 
“Get it done” mindset

Expert Guidance Seekers Efficiency Value Seekers

Complex tax situations  
 
Specialty expertise 
 
Relationship-driven service

CUSTOMER TARGET

33M+ TAM 
38–40% of PYA



YoY growth

40%

YOUNG R ISER

Fastest growing 
Full Service 
segment

I don’t want to 
mess this up.

“

Needs

Speed 
Transparent pricing 
Low friction 
Immediate help

of FS base

38%

SIMPLE DELEGATORS

Largest 
Full Service 
segment

I thought I’m paying 
someone to do this.

“

Needs

Reassurance 
Convenience 
Low effort 
Trusted guidance



lower 
effort

reduced 
fear

speed 
to refund

price 
conscious

TARGET CUSTOMERS VALUE



BEHAVORIAL  TENSION

CUSTOMER INS IGHTS PRODUCT IMPL ICATIONS

Start with confidence
Clarify pricing, expectations, and how the service works.
Reduce uncertainty before commitment

Shopping for a person, not a product
Move expert connection to the beginning of the journey.
Lead with the expert

The work still felt manual
Automate intake and eliminate unnecessary upfront work.
Remove effort across the experience

Service on their terms
Offer different levels of interaction and expert involvement.
Support adaptable service experiences



BEHAVORIAL  D IAGNOSIS

2 min

30 min
time to connect

Start
35 Tax 

questions

10 min

Upload 
documents

20 min

Match and 
connect

Expert files 
wait

10 min

Tax prep 
wait

30 min

strong 

 abandonment

Create 
account



SERVICE  MODEL TRANSFORMATION

Start
Upload 

documents
Expert 
reviewTax prep

Match and 
connect

3 Tax 
questions

Create 
account

1 min

2 min
time to connect

EXPERT-GUIDED PREP



“ Jim, it can be done, 
but we’re not sure why 
it was built that way. 
Wait for the poc. 
 
— Balaji, Engineer Leader

There is no way we 
can operationalize this 
by season. Supply will 
get crushed. 
 
— Denise, Expert Leader

“

ORGANIZATIONAL ORCHESTRATION

Expert led 
service model

Product Platform

Engineering

Design

Product

Identity Platform

IDX Platform

IDS

Expert Operations



E X P E R T  D E S I G N  T E A M

Designers
8

Content
2

Researcher
1

Full Service

Personal Tax

Expert Experiences

AI Concierge

Assisted

Designers
6

Content
2

Researcher
1

Full Service

Business Tax

Assisted

Activate



OCT MARDECNOV JAN FEB

OPERATIONALIZ ING THE TRANSFORMATION

APR

2nd Peak 
Tax Day

SEPAUGJULJUN

3rd Peak 
Extension Deadline

1st Peak 
Tax filing opens

3rd Peak 
Dev handoff

1st Peak 
Dev handoff

2nd Peak 
Dev handoff

Vision 
Kickoff



KEY MOMENTS OF TRUTH

Start
Upload 

documents
Expert 
reviewTax prep

Match and 
connect

3 Tax 
questions

Create 
account



MILD WILDBASEL INE



Baseline

Challengers

TESTING



START WITH CONFIDENCE FROM TO



FROM TOLEAD WITH THE EXPERT

unit 
conversion

2x



SEO PROFILE AVAILABLE NOW EXPERTDERISKING SUPPLY S IDE

chose 
start now 
 
vs waiting for the 
expert they chose 
from search

95%



SCHEDULING +  CALL GUIDED SETUPSERVICE  ON THEIR  TERMS ASYNC PREP



IMPACT

conversion 
units

40%
increase in speed 
to connect

92%
incremental revenue 
total portfolio

$300M
growth 
revenue 

63%


