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Audience Four questions

For anyone who has
asked these questions

Who this talk is for

Why scale development at all?
How do you do it evolutionarily, without dropping business work?
Which target topology should your teams aim for?

How do you balance platform and product development?



Timeline 16 years

Sixteen years in six milestones

The mobile bank as channel, product and platform

2006 2008

Company Internet bank Mobile channel Product Platform What next?

Channel - product — platform — end-to-end feam



The mobile bank
as a channel

2006-2011: from postal mail to the first app



A branchless bank on
the Capital One model

How it all started (2006)

Credit cards only at the start
Direct sales by postal mail

Customer contact through call centres

2006 How

1t star

tec



The first version of the app
was built by contractors

The mobile bank appears as an additional channel

Basic services were picked for the launch
The first version was built to order by contractors

Requirements were written screen by screen

Planning ran as app versions with scope fixed up front



The mobile bank
as a product

2015: development moved in-house



One team of twenty
for three customers

The mobile bank as a product

Retail bank

Bucinese bank

Insurance

e

~20 people * one team
One chared priorify queve

A large releace every quarfer

l

Mounolithic application

—

Mother APT - Seala

PACKRS

Product



This worked — .
and here is why

While there are few products and the team is small

----- There were a few main products taking the resources
------ The team was small — around 50 people by 2019
------ Priorities could still be managed by hand

------ The focus was on extending functionality



The mobile bank
as a platform

2019: verticals, teams and architecture



A monoline bank grew
Into a set of verticals

The group’s growth and the IT landscape

2006-2019: from monoline bank to SuperApp
Verticals: retail, SME, investments, insurance
..the mobile operator and non-financial services

And platforms: data, VIL, origination, infrastructure

Ecosystem 2019



Core team

Several apps now, and
still one core team

Different apps and a shared core team

SuperApp Buginese bank Investments Mobile operator

Mobile core team
Chared capabilities — platform team




Teams New structure

Six business teams and
five platform teams

The new team structure

CPO - CTO - Delivery Manager

Banking Payments Insurance SME Invest Non-financial
aeff'yh
Release Platform Performance Reliability
Excellence

The shared platform supports every product team



Change the teams and gou Architecture Conway's Llaw
change the architecture

Three states of the same diagram

One chared feam Virtual domaine Separate moduvles
P
o1 ur :I
Buginese logic / _ ; Bugsiness logiz J A 8 C'

3 | vr vr vr

Data access , : ' Data access J Logie - Logic Logic

-~ Data Data Data
Librariec Librariec _l

Evolve the existing syctem while continving to chip featuvres



Process Release trains

Releases are tied to
dates, not to scope

Release trains and the engineering culture

Features arrive independently; the frain leaves on cchedule

Team 1 ——— —— Featvre 1 Feature 2 Feature 3
Team 2 Featuvre 1 —— Featvre 2 —— Featvre 3
Jeam 3 Featvre 1 Feature 2 Feature 3
Major releace Miner release Major release

Major releasces every 4 weeks; a emaller release in between



Results What came out

Large releases
every four weeks

Interim results

Plus smaller releases in between
Processes documented, owned by the team and the DIV
Platform teams rolled out modularisation

Set up mobile SRE and optimised performance



Part 4

So what next?

2022: end-to-end delivery and governance



Team Topologiles

Three triggers that it is
time to change the teams

The business wants better end-to-end value delivery

Size Pace Dependencies
The syctem outgrows Delivery sclows A businecs service cpane
one team ¢ capacity a¢ a svstained trend Fragmented cervices

Pevisit team boundariec



Cross-cutting teams

The end-to-end process runs
through a delivery manager

Teams spanning SuperApp, APls and Backends

CPO - CT0 - Deft'ver_y Manager

SuperApp BFF

Moving toward mobile-specific APIs

API¢

Event-based read models

Jransition under consideration

Backends

Analyct - developers - QA

TTM - lead time - cycle time



The rules check

themselves automatically

Platform technical governance

Jeam

Attributes

Development
Build - deploy

Opemfa‘anr
Incidents - bugs

Autematic checks
Jeam health

Shared roles cupport feam autonomy

Governance

Three metric grovpe
MR - LoC
Prod bugs - hotfixes
Cherry-picke
Featores - throughpot/headcount

Rules and

metrics



Part 5

Wrap-up

The questions | promised to answer



From a startup to

a SuperApp team
of ~400 engineers

The questions | promised to answer

At the start there was no in-house mobile development at all
The app became an advantage — development moved in-house
Products multiplied — a platform became necessary
Cross-cutting teams demanded technical governance

Take this experience and map it onto your own situation

¢ \Why scale, how to do it evolutionarily, which topology, and how to balance platform against

Lﬂrﬁf\]l l.f"‘\.-l'—



Materials Further study

Materials for further study

From the talk’s closing slide

The written version of the talk — 2bit.lu

All recommended materials are listed at the end of the article



polomodov.tech

Thank youl!

All slides and links are in the Telegram channel

Alexander Polomodov

Technical Director & Fellow,
T-Technologies @book_cube




