
Creating Cohesion 
in Complexity 
Under Pressure
Creating a shared language that 
connected people, platforms, and 
products around a common vision 
for the future.

As TurboTax modernized its platform architecture,  

I helped establish the design system foundation and 

shared UI language that enabled teams to build with 

greater consistency across user experiences.

This is the story



The Weight of Complexity

Flying the Plane  
While Building It
In 2015, TurboTax was undergoing a 
major enterprise replatforming while 
continuing to serve 30+ millions of 
customers during one of the most 
critical financial moments of the year.



Designers were creating similar patterns in silos. 

Engineers were rebuilding functionalities. Product teams 

were focused on delivery. What appeared to be a design 

challenge was rooted in a deeper organizational problem.





SEEING THE INVIS IBLE PROBLEM

The Danger of Fragmentation
The organization had talented designers, engineers, and product leaders.


Everyone was flying at an incredible speed. But, without a shared vision,  

teams risked solving similar problems in different ways.



The challenge wasn't simply building a new platform. We needed a practical 

operating layer that could help teams coordinate decisions at scale. 



Visual design became THE operating infrastructure that allowed this large 

transformation to succeed.







“The point in history at which we stand is full of 

promise and danger.



The world will either move forward toward unity and 

widely shared prosperity — or it will move apart.” 



— Franklin D. Roosevelt



A PRAGMATIC APPROACH TO ALIGNMENT

Cohesion Before 
Optimization
It’s late September 2014, teams were 
already under pressure to ship new 
features towards the next tax year.



Introducing new standards, 
component governance, and platform 
thinking required careful collaboration.



The T ipping Point

From Design Artifact to 
Operational Framework
The breakthrough was not launching 
the design system. The breakthrough 
was adoption.



It happened when teams stopped viewing the system as a 

design deliverable and started viewing it as shared 

language and infrastructure.



The design system became a mechanism for alignment.



The conversation moved from:


“How do we build this feature?”


to


“How do we contribute this onto the new platform?”



BUILDING OPERATIONAL COHESION

Creating a Shared 
Language
Adoption required helping teams 
understand how a shared system could 
make their work easier, faster, and more 
consistent while creating a stronger 
foundation for the evolving platform.



The objective was not standardization.


The objective was building human confidence.



When people understand how to move forward, they can 

focus their energy on solving meaningful problems.



Building Shared Belief

Creating Alignment 
Through Design Systems
To support adoption, I led and 
participated in more than 10 internal 
presentations, tutorials, demos, 
workshops, and cross-functional 
knowledge-sharing sessions with 
designers, engineers, product 
managers, and architects.



These efforts helped:


Explain the vision behind the system


Demonstrate reusable component patterns


Align implementation approaches


Build trust across teams to increase engineering & 

design participation and adoption


Translate design-system concepts into practical 

implementation guidance



Compassion

Reducing Friction for Builders
Large-scale systems work is ultimately about 
helping people thrive, doing their best work.

The result was more than a collection of reusable 

components. The design system became a shared 

language that reduced ambiguity, minimized duplicate 

work, improved handoffs, and helped teams collaborate 

with greater confidence.



For customers, consistency reduced uncertainty.


For designers, clarity reduced ambiguity.


For engineers, reusable patterns reduced 

interpretation.


For product teams, shared standards reduced 

decision fatigue.



Before After

Moving from building a platform, to a practical operating layer that could help 
teams coordinate decisions at scale. Transitioning the entire organization from 

a design deliverable to a shared, operational language.

Siloed teams 
Working in isolation

Custom solutions 
Reinventing the same 

components

High cost 
More time to build 

and maintain

Discover & Analyze 
Audit existing 

patterns, pain points

Define & Align

Establish principles, 
patterns, templates

Build & Scale

Create reusable components,  

document & evolve

Consistent experience

Across all products 

and platforms

Scalable impact

Faster delivery for 
users and business





with awe and humil ity

Revealing the 
Ecosystem
One of the most impactful lessons 
from this project, I realized the 
challenge was less about interfaces 
and technology, and more about 
organizational alignment. 



Awe happens when people see something larger


than themselves.



As the design system matured, it shifted our 

conversation from “My Screen” to “Our Platform,” 

reinforcing the value of systems thinking, collaboration, 

and a unified approach to building experiences.



Insight & Reflection

Designing Conditions 
for Others to Thrive
Looking back, the most meaningful 
part of the work was not any single 
component or artifact.



It was contributing to a framework that helped people:


 Collaborate more effectively


 Move faster with confidence


 Build consistently at scale


 Continue evolving the platform over time



That experience reinforced my belief that meaningful 

design leadership is less about owning outcomes and 

more about creating the systems, shared language, and 

conditions that empower others to do their best work.



A Decade Later

A Living System

A decade later, in September 2025, I 
returned to TurboTax to support the 
next generation of AI-powered 
experiences.



What I Observed:

The platform is still thriving

Cross-functional collaboration 
became its operational mech.

The foundation continued to evolve

Teams were still building on same 
common principles

New system teams are formed  
to support the platform




