Combining Product Thinking and
Spotify’s Backstage for building NN’s IDP
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Product Thinking for us

e Customer Obsession

e Deliver customer value quickly - through
Landing Pages, Prototypes, MVPs

* Repeat
» Stakeholder alignment

» Backlog slicing, Roadmaps, OKRs
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Internal Developer Platform

Zelda integrations, Platform engineering, Platform orchestration, Platform products

Zelda (Internal Developer Portal)

Engineering experience & Frontstage

Engineering Experience

Engineer happiness, cognitive
load, flow, feedback loops

Support
processes

~
~N

Customer journey



Internal Developer Platform

Zelda Create an AP| on Serverless
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Stories that shaped the IDP Product Thinking

STORY 1 #-------------==mmmmommsamnooaeeaas > (STORY 2 b-----------nmmmmmoomoeeeeanaes > STORY 3
“Designing “Flavia, “Casper, all we need
a DevEx survey is je ziet het niet” is an API to get
hard!” ("Flavia, you don’t insurance data”
getit”)

Casper (teammate) Everyone from the Platform side NN before Platform Engineering



STORY 1

Designing
a DevEx Survey is

hard!
N

— Casper (teammate)




Software productivity practice over the years
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Voice of the Engineer — Engineering Experience Research

Research goal: Capture the key pain points and frictions in the engineering
journey “From Problem initiation to running your software in production”, that
impacts their satisfaction, productivity & effectiveness

Target audience (Pilot)

Research questions //k)\ﬁ%x{})& F”g'”eef'”g I'\I/'Tasnzge_rs Gr?UpT'T NL,ES
* Where in the engineering journey are the biggest nternationa NEINEENINg 1eam L,

frictions / pain points
* What aspect if improved will have the biggest impact . .
on the Engineering Experience In-depth interviews
 What can Leadership / Managers do better to 5-6 interviews with Engineers across Spain and Group IT NL
enhance the Engineering Experience Engineers interviewed were across a variety of profiles
including Front-End Engineers. Ops Engineers, AP| Engineers, and
Platform Engineers were included.

C&C Engineering Team

AN Survey
- . . . ¢ Based on the SPACE framework, a survey was designed to
in)vali \\ ) ' o
Critical assumptions (in)validated \ quantifiably measure and establish the state of Engineering

/ Knowing how to get stuff done is hard Experience

/ Test environments make it impossible to have
confidence in shipping our software

/" Our road to production is unclear & ambiguous Secondary data — besides data gathered from interviews &

the survey, research study will also incorporate feedback
captured through informal interviews, exit interviews etc.



Engineering Experience
Research Pilot

What are the top 3 problems that engineers
are asking us to solve?

1. Knowing how to get stuff done in NN is hard

2. Our test environments make it impossible to
have confidence in shipping software

3. Our road-to-production processes are
unclear & ambiguous




NN Engineering Experience Survey results

N = 42 (Participants were asked to rate the following statements using a 10-point rating scale and based on the product they work on the most)

Category : Overall satisfaction Category : Overall satisfaction

| am satisfied with the amount of Tech Debt m | am satisfied with the Tech stack

m | am satisfied with our Code review process
Category : Shipping & running code in production

H I'am satisfied with the level of Test coverage m When there is an outage, | feel confident we can repair it quickly

Category : Efficiency & Flow
Category : Efficiency & Flow

On most days | am able to focus on my work withou

Deep-dive sessions — Few Customer quotes

Key variables that impact Efficiency & Flow

46% 40% Queries
Handling
from c
RublEs colleagues )
tasks g

@NN

“Discovering knowledge at NN is “APl is not infrastructure, “We need shorter paths from
like archaeology” it’s a product” questions to answer”
Jaime Alvaro Moreno, Head of DevOps @ NN Flavio Stutz, Tech Lead Mortgages @ NN Bank Mark van Straten, Developer Advocate, Group IT

Tech Services International




Formulating a Product Challenge

:@:

HMW — HOW MIGHT WE

/i) Q

Give our engineers an API paved road Make it easier for engineers
so that they can immediately start to discover teams,

adding business value and rely on us for applications, and other

the heavy lifting, best practices, secure software at NN?

& compliant building blocks?




SUMMARY STORY 1

‘Designing
a DevEx Survey is hard!’

¥ Hiring our first user researcher - Tanushree
¥ Capturing the ‘Voice of the Engineer’

¥ Evidence-driven product backlog
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Flavia, je ziet
het niet

(Flavia, you don’t get it)

<

— Everyone at Platform ' —



Service blueprinting

Legend Offering name: replace this with the name of your offering / Phases
Scenario name: replace this with a name for your scenario

Phase
Phase Phase

s 1 6 8 9 i

a‘p (visible)
. Step
(hidden)




Step Login Paved Roads “New APY' Create new Validate “Create new API* Validate uploaded OpenAP| Repo created
(inpasible with SSO Section Paved Road AP1 flow flow fields schema
i
Platform Active D-u_s‘,) Zelda Software Zelda Zelda Zelda Ws02 Zelda Zelda Zelda
Product Domain Services Catalog Templates Templates Compaser Composer Composer Composer Templat
Postgres wso2 Stoplight
Implemen- database Spectral
tation
Platform @
T Team Zelda Team Zelda Team Zelda Ws02 Team Zelda CDAAS
! - unknown 5
Gop route convention
{check with Hylke)




Our service blueprint

Following link from

Sharepoint " -
Doing . Mak " Selecting Paved Roads Section Selecting "Create New API
« Bookmark
I want to make a new APl Is
Noseparatelogin | o, o § goad what I should Let's create an AP

Thinking nice -

" od | - 6 @ o BB »

Stop Logn Paved Rosds New AT
msie Secton Paved Road
® |
- »
4 ! 1
Product Domain Services |




Product card: Onboarding a new API

~ Zelda ONBOARDING AN API co 1s0m (

Onboarding journeys Zelda less than 1 hour

Customer journey

View API in Zelda
Select New Enter API-

Software Catalog,
i Track ress/get notifi '
ountezeis AP;:::od details (] 2 CTA and guidance to

take next steps

'
1
Line of interaction :

Platform products

Service pal (; Azure ps) Create and configure Azure Devops Repo Or add to P C ged Build Capacity Transfer WSO2 NPAs from Keeper to Azure DevOps pipeline secrets

Setup SonarQube Project and pipeline integration Deploy to dev Deploy to test WS02 API subscription WSO02 API registration

TEAMS: CDAAS WS02

\2

User outcomes

Reduced cognitive load

API registered and
subscribed in WS02

Q

Boilerplate code API /,%, CI/CD Pipelines % API deployed to
template added to repo 75 configured Z>  Devand Test

And also... / Secure & Compliant API \/ Azure Devops Repo created and configured / API Schema validation \/ Naming Conventions applied

./ APIregistered inCMDB _/ Static Code Analysis configured _/ Monitoring & alerting setup ./ API added to Zelda Software Catalog

Zelda — NN Interncl Developer Portal



Double Diamond Model

Discover Define Deliver

Doing the right thing Doing the thing right



SUMMARY STORY 2

Flavia, je ziet het niet

(Flavia, you don’t get it)

¥ Hiring our first UX designer — Michiel

¥ Service Blueprints to visualize the Customer Journey & Platform Products

—
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¥ Using the Design Thinking toolbox to make the hidden un-hidden



STORY 3 @{

Casper, all we
needis an API to
get insurance data

N

— NN Non-life & Sparklab
(2020, NN before platform engineering)







STORY 3 @{

Casper, all we
needis an API to
get insurance data

N

— NN Non-life & Sparklab
(2020, NN before platform engineering)




"Rumour-Driven Development”

How We Use Golden Paths to Solve Fragmentation
in Our Software Ecosystem

Source: Spotify Engineering Blog by Gary Niemen (August 2020)



Al, Al and Platform Engineering

Gartner Hype Cycle for Software Engineering, November 2023

« AI Coding Assistants Gartner predicts that by 2027, 50% of enterprise software engineers will use
ML-powered coding tools, up from fewer than 5% today.

« AI-Augmented Software Engineering This allows software engineers to focus their time, energy
and creativity on high-value activities like feature development.

« Platform Engineering Platform engineering focuses on providing self-service tools, capabilities and
processes that help platform users deliver business value, while managing cost and risk.

Spotify open ThoughtWorks First edition of CNCF accepts Puppet “State of Gartner
sources “platform PlatformCon Backstage as BevOps Platform Hype Cycle
Backstage engineering product incubating project Engineering for Software
teams” to adopt Report” Engineering
* * ' * * *
SO S, S S SV RS S0l e i e S S L e e S L St S e b e et e SN R SR SR TR SR ST e B e e e S e
2020 2021 2022 2022 2023 2023
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Recipe 1: Define Principles

Support multiple levels of abstractions

. ﬂ A floating platform that retires
e” functions in favor of newly

.° - available services
' .
S ARl o i Meaningful
raised platform that builds on :
" top of existing mature vendor & Thin Abstractions
' open source platforms pIa tform
[l
]
t
L
“ Commands: change happens .
: through the principle of least Productized
rivilege
' ek IDP Standards
' Secure & Principles

& Queries: information is shared

with internal read by default Transparent

Reduced cognitive load with

~ products that are compliant and
secure by default Composable
Self-service & open

& Fully

Automated

Fully automated and self-service
journeys deliver an excellent
engineering experience

ot
et

to cater for different teams

Escape hatches allow drilldowns,
access to underlying tech and
customizations

Offer choice within guardrails

Focus on approved mainstream
standards that have the right fit
and link to the problem

Integrate and offer platform
products

Well defined interfaces (API
contracts) for a composable and
evolutionary architecture

Inner sourcing: The platform enables
collaboration and community-focused
co-engineering”
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What the platform team What the platform team
promised delivered

Source: Platform Strategy by Gregor Hohpe



Recipe 2: Hire the Right Engineers

PLATFORM TEAMS REQUIRE THE SKILLSET
OF FULL-STACK DEVOPS ENGINEERS

How Important are These Skills for Building
a Successful Platform Engineering Team?

Knowledge of
system integration

48% 88%

Ability to automate

processes 85%

Familiarity with

C1/CD methodology 82%
Ability to execute end-to- "
T e s AN 39% LG
Knowled

vt 40% a0% LA

performance monitoring

Addressing road-

blocks to agility 34% FEUAN  77%

. Extremely Important ' Very Important

2024 State of DevOps: The Evolution of Platform Engineering

~ Flavia Naezer (She/Her) - You
' Product Owner Internal Developer Portal at NN | Strong Tech background...
4w - Edited - ®

Awesome product, ambitious mission and an amazing team. Come, join me &
my team build the #NN #IDP

Platform Engineer Internal Developer Platform (Full
Stack) | NN Group

= nhn-careers.com

€0 Noortje Schravesande and 30 others 1 comment - 1 repost

Reactions

@0V, R3 -

(5 Like &) Comment f?_j Repost <+ send

& 1,951 impressions View analytics
&} Add a comment... @ &
Most relevant ¥

Hylke Stapersma - 1st 4w +ee

Product owner CDaa$ bij Nationale-Nederlanden

Great opportunity!

Love - @1 Reply
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Recipe 3: Do a Tech Assessment

Y cortex G Caa
Good afternoon, Lauren Craigie

B o
You're schods

© Mycatsiog © MycpenPRs O Assigned reviews & lssues

u own 7 services, 3 resources, 2 domains, and 2 teams

JUS—

Autocomplete

BB Autocomplete parser

Profise management
Profie Pictures

g Profie Team

SAAS

hed 1o be on call for Payments Service in 1 day

An open source
framework for building
developer portals

Powered by a centralized software catalog, Backstage restores order
to your infrastructure and enables your product teams to ship high-
quality code quickly — without compromising autonomy.

o ] omeom
Backstage




Recipe 4: Get ready to read the Backstage code




Kind: Template

Parameters rendered in the
frontend and the steps
executed in the
scaffolding process

Domain

(e.g. domain
models, metrics, KPIs,
business purpose)

Recipe 5: Embrace the Backstage System Model

Kind: location

a marker that references
other places to look for
catalog data

System
part of . o
Collection of entities that
¢ 9 cooperate to perform some
function
part of
g 6
; API
——o0

(e.g. OpenAPI, gRPC API,
Avro, Dataset, ...)

part of

part of

N

(e.g. backend service, data

provides API

Resource

(e.g. SQL Database, S3
bucket, ...)

.
.

A  CWSTER
.
.

depends on
depends on
Component

pipeline ...)

consumes API




OwnedBy OwnedOf

parentOf
‘—
_________________________________________________ Kind: Group
T O ——
: childOf
e
hasMember MemberOf

_________________________________________________ Kind: User



Team

System

Recipe 6: Extend the Backstage System Model

T

managesCodeln

Environment

Working environment

runsin

—9 SCM %—

partOf handles

1

——<  CloudAccount F

~ Stage (DTAP)



Data Sources

CMDB

Azure Entra

Azure DevOps

WSO02

Data Lake

AWS S3

JSONL/CSV

Data Warehouse

AWS S3

SQLite

Recipe 7: Local-first Engineering Datawarehouse

Backstage

catalog-info.yaml

Data Exploration

Datasette

Metabase

3407
Systems

602
ICEINES

2950
Team
Members



What the heck is Platform Engineering anyway?

“Platform engineering is an emerging
technology approach that can
accelerate the delivenss m port

ICE operat'ional
pmplexity and improve time to
market.”

Thoughtworks




What the heck is Platform Engineering anyway?

PRODUCT LEADERSHIP LESSONS FROM
TE a M THE WORLD’S TOP TECH COMPANIES
—

’ [ MARTY CAGAN wm CHRIS JONES
i

TOPOLOGIES‘
EM

HOW TO CREATE WORLD-CLASS
AGILITY, RELIABILITY, & SECURITY

IN TECHNOLOGY ORGANIZATIONS / ORGANIZING
BUSINESS AND
TECHNOLOGY
TEAMS FOR FAST ORDINARY
FLOW PEOPLE,
EXTRAORDINARY
PRODUCTS
- o)
MATTHEW SKELTON
and MANUEL PAIS "
| /ILEY

2006

2019 2020



Platform engineering, in essence, is about

building the right product that empowers Casper
engineers in your stream-aligned teams.

This “Internal Developer Platform” commonly includes a developer
portal, offers paved roads with templates and automated

infrastructure. It offers tools to operate and optimize well-architected
solutions.



SUMMARY STORY 3

‘Casper, all we need is an
API to get insurance data’

¥ Backstage is one of the tools in this field, helping you to™
create the face of your ID platform

¥ We talked about some recipes to help you when you
venture into this field



3 months



3 months



ANV »
Connect with

vy LA
Thank you

T
Vijai Ramcharan Flavia Naezer & findusatthe NN

Principal Engineer Product Owner Booth in the main hall
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