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Product Thinking for us

• Customer Obsession
• Deliver customer value quickly - through 

Landing Pages, Prototypes, MVPs
• Repeat
• Stakeholder alignment
• Backlog slicing, Roadmaps, OKRs
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Software productivity practice over the years
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2016
DevOps: You 
build it, you 
run it

2018
DORA: 4 
metrics of 
software 
delivery 
performance

2019
Team types, 
Interaction 
modes & 
Cognitive 
load

2021
SPACE: 
Developer 
Productivity 
publication

2023
3 Core 
Dimensions 
of DevEx 
publication

2001
Agile Manifesto: 
small teams, 
small iterations
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Target audience (Pilot) 
• Engineering Managers Group IT NL, 
• International ITS Engineering Team ES, 
• C&C Engineering Team

Research questions
• Where in the engineering journey are the biggest 

frictions / pain points
• What aspect if improved will have the biggest impact 

on the Engineering Experience 
• What can Leadership / Managers do better to 

enhance the Engineering Experience 

Critical assumptions (in)validated  
        Knowing how to get stuff done is hard 
        Test environments make it impossible to have 
        confidence in shipping our software 
•    Our road to production is unclear & ambiguous 

In-depth interviews
5-6 interviews with Engineers across Spain and Group IT NL 
Engineers interviewed were across a variety of profiles 
including Front-End Engineers. Ops Engineers, API Engineers, and 
Platform Engineers were included.

Survey
Based on the SPACE framework, a survey was designed to 
quantifiably measure and establish the state of Engineering 
Experience✓

✓
✓ Secondary data – besides data gathered from interviews & 

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



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
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Results Engineering Experience Research Pilot
What are the top 3 problems that engineers*) are asking us to solve?
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NN Engineering Experience Survey results

Category : Overall satisfaction 

6.5 I am satisfied with the amount of Tech Debt 

6.8 I am satisfied with our Code review process 

6.9 I am satisfied with the level of Test coverage 

6.5 On most days I am able to focus on my work without interruptions 

Category : Efficiency & Flow

Category : Overall satisfaction 

8.0 I am satisfied with the Tech stack

Category : Shipping & running code in production 

8.0

Category : Communication & Collaboration 

8.4 I have a clear understanding of the impact of my work on the business goals

8.3 When I get stuck, I know where to find the tools, resources or the people I 
need to unblock myself

8.0 My product features, user stories are well-scoped with clear goals

Key variables that impact Efficiency & Flow 

66% Too 
many 

meetings

46% 
Handling 

unplanned 
tasks 

40% Queries 
from 

colleagues

35% Time 
spent 

coordinating 
with other 

teams

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) 

When there is an outage, I feel confident we can repair it quickly 

8.0

Category : Efficiency & Flow

It’s easy to work on our product locally 

0-7

7-8

8-10
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Pr1: Quotes from the Engineering Experience Interviews

“API is not infrastructure,
it’s a product”

Flavio Stutz, Tech Lead Mortgages @ NN Bank

“Discovering knowledge at NN is 
like archaeology”

Jaime Alvaro Moreno, Head of DevOps @ NN 
Tech Services International

Deep-dive sessions – Few Customer quotes 

“We need shorter paths from 
questions to answer”

Mark van Straten, Developer Advocate, Group IT
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Formulating a Product Challenge

HMW (How Might We) give our engineers an API paved road so that they can 
immediately start adding business value and rely on us for the heavy lifting, best 
practices, secure & compliant building blocks?

HMW (How Might We) make it easier for engineers to discover teams, 
applications, and other software at NN?
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”Rumour-Driven Development”
How We Use Golden Paths to Solve Fragmentation in Our Software Ecosystem

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



AI, AI and Platform Engineering

2020

Spotify open sources 
Backstage

2022

First edition of 
PlatformCon

2022

CNCF accepts Backstage 
as incubating project

2021

ThoughtWorks 
“platform 

engineering product 
teams” to adopt

2023

Puppet “State of DevOps 
Platform Engineering 

Report”

2023

Gartner Hype Cycle 
for Software 
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.



Not a real book





Source: Platform Strategy by Gregor Hohpe



2024 State of DevOps: The Evolution of Platform Engineering

The IDP team has a strong product mindset. 
They work according to the double diamond 
model (design thinking) as they have a UX 
designer and User Researcher within the team 
that empathize with the end user and clearly 
identify problems to resolve.



DIY SAAS Open Source Framework





Recipe 5: Embrace the Backstage System Model





Recipe 6: Extend the Backstage System Model

Related work: Open Github issue ! Feature: Add Environment Concept to the Backstage Entity Model #16389



Recipe 7: Local-first Engineering Datawarehouse

3407
Systems

602
Teams

2950
Team Members





2006 2016 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.










