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Introduction to Convoy

Convoy is a freight brokerage with an online 
marketplace for carriers to find loads

Carriers

Shippers



Situation

Diversify with 
medium and large 
carriers to reduce 
costs
• Represents 77% of total for-hire carrier capacity, 

but only executes 5% of Convoy’s shipments


• 3-8% lower costs compared to small carriers



My objective

Led my cross-functional team through a 
design sprint to develop a customer centric 
product vision and strategy

As the lead product designer, I…

~2 months
Timeframe

Product, Engineering, Carrier Account Management, Data Science
Team



My results

Project outcomes

   Clarified target customer definition01

   Defined strategy and vision based on user goals and needs02

   Collaboration in the early stages from every discipline03
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Define customer and problem space



Define customer and problem space

Learn about the 
target carrier

   How do they run their business?01

   How do they work with freight brokers?02

   How do they find shipments to run?03

   How do they measure success for their business?04

   How do they do what they do, and why?05



Define customer and problem space



Define customer and problem space

Synthesize into findings on behavior, and 
key opportunity areas



Define customer and problem space

Refine customer 
definition

   
• Carrier with 20+ trucks

Vague definition to start

   

• Business level: 


• Fleet of 20-300 trucks 


• Prioritize asset utilization over maximizing revenue 
on every load


• Builds shipment volume in familiar markets, doesn’t 
go anywhere


• User level: 


• Responsible for sourcing loads (e.g. transportation 
coordinator)

Refined with specificity around behavior

• Our initial definition was too broad and didn’t 
explain what behaviors make them, them


• Identify what behaviors map to business goals



Define customer and problem space

Clairfy key jobs to be done

   Setup truck drivers to haul a broker’s loads01

   Know a broker’s network overlaps with my needs02

   Find loads that match my truck availability03

Expensive to equip trucks with a device and 
train drivers on how to use broker apps

Difficult to determine if a broker has the shipment 
volume the carrier wants to run

Time-consuming and tedious to find loads that 
match their needs

As someone who sources loads, I am trying to…



Define customer and problem space

Find loads that 
match my truck 
availability

As someone who sources loads, I am trying to…

• Typically is a “backhaul” load


• Load parameters align with truck’s empty 
location, desired delivery location, available time, 
etc.

   Minimize the time it takes to know when loads 
matching my truck availability come on the market

02

   Improve my understanding of why a broker doesn’t 
have loads matching my needs

03

   Minimize the time and effort it takes to find a load that 
aligns with my truck availability

01
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Visualize the ideal state



Visualize the ideal state

Map out flows that deliver on user needs



Visualize the ideal state

Visualize the concept to make it concrete
1. Upload truck availability (backhaul needs)



Visualize the ideal state

Visualize the concept to make it concrete
2. Show load matches 3. Explain why there are no matches



Visualize the ideal state

Visualize the concept to make it concrete
5. Assess transit feasibilility, then book4. Notify when loads come on the market



Visualize the ideal state

Iterate on 
concept with 
product 
• Turnaround in less than 2 days


• PM contributes to ideation by layering 
ideas on top of wireframes and giving 
feedback
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Evaluate our concept



Evaluate our concept

Scope out a pilot to validate our thinking



Evaluate our concept

Scope out a pilot to validate our thinking

(Our team via 
internal tools…)

…Via email

…Via email



Evaluate our concept

Pilot experience
1. Receive truck availability via email 2. Team member search Convoy systems



Evaluate our concept

Pilot experience
3. Team member selects loads to share 4. Team member sends coordinator loads



Evaluate our concept

Close 
collaboration 
made this 
project awesome
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Results & Reflection

High engagement, but low conversion, why?
We onboarded ~40 carriers. 50% of the loads shared were viewed in our carrier website, but only 3 loads were booked. 

   Their flexibility on backhaul loads fluctuates01

   They booked a load via another platform or method02

   The load they wanted got booked by someone else03

   The load they wanted was a broker partner’s load04

   Convoy’s rate was too low05

   Their truck availability changed06



Results & Reflection

Reflection

   The design process should be played as a team sport01

   Dream big, and then remember what you’re optimizing for02

   Be customer focused on problems, not solutions03



Thank you!
Questions, or comments?


