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See the world for less

lﬁ ~1500 engineers

(Bangkok, Singapore, India)

4 trillion Kafka messages a day

1000 active AB tests on our main
website and app at any one time

more than 30PB of data in our big
data cluster

approaching 1T million CPU cores

between data cluster and internal
private cloud

20k cores Just runs our CI
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Enough apbout me ana Agoda...
why are we here?

Something about Product?
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Answer the question

How to make an Awesome successful Software Engineering team?

and we will have fun doing so, please scan the QR code for the fun part
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\We are going to start with Agile/Scrum

pecause that is what we ve been taught in the past makes teams awesome
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Agenda

Rise of Agile
What went wrong with scrum?
Enter Product Engineering
Aspects of Product Engineering

Summary and Take aways

Theres a QnA in the app, you can ask question for the end at any time
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\We are uncovering better ways of developing software by doing it and helping
others do it. Through this work we have come to value:

*/ndividuals and interactions over processes and tools
*\\lorking software over comprehensive documentation
*Customer collaboration over contract negotiation

*Responding to change over following a plan
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Agile Quiz time

Scan the QR code with your phone please
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s this in the Agile Manifesto? "Business people and developers must work together daily throughout the project.”

24




Is This in the Agile Manifesto? "Responding to change over following a plan’

34
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Is This in the Agile Manifesto? "Continuous attention to technical excellence and good design enhances agility.”

21




Did you read page 27
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Principles behind the Agile Manifesto
« We follow these principles: Our highest priority is to satisfy the customer through early and continuous delivery of valuable software.
« Welcome changing requirements, even late in development. Agile processes harness change for the customer's competitive advantage.
 Deliver working software frequently, from a couple of weeks to a couple of months, with a preference to the shorter timescale.
* Business people and developers must work together daily throughout the project.
* Build projects around motivated individuals. Give them the environment and support they need, and trust them to get the job done.
* The most efficient and effective method of conveying information to and within a development team is face-to-face conversation.
* Working software is the primary measure of progress.
* Agile processes promote sustainable development. The sponsors, developers, and users should be able to maintain a constant pace indefinitely.
* Continuous attention to technical excellence and good design enhances agility.
* Simplicity--the art of maximizing the amount of work not done--is essential.
* The best architectures, requirements, and designs emerge from self-organizing teams.
* At regularintervals, the team reflects on how to become more effective, then tunes and adjusts its behavior accordingly.
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A brief History of Agile

for a moment




Agile Manifesto

Others

Scrum
XP

1995 2000 2005

A brief History of Agile timeline
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'm not going to complain about scrum, it's
QOO0Q.

'ts the way most people use it thatisnt
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Scrum Origins

20 years ago the industry shifted

As scrum gained popularity many Project Managers lost their jobs

and then looked to reinvent themselves as scrum masters
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Path to PMI-ACP certification

&k (2) (3) (a) (5)
Check eligibility Complete the Pay and schedule the Study for the exam
application exam

Take the exam
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Enter... Bad Scrum

How does Scrum Fail and What is bad scrum?
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Ritual Over Results

Overemphasis on Velocity, Inflexible Sprint Lengths
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Product Backlog Becomes a \l\ish List

Lost connection between backlog items and real customer needs
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Organizations applying Scrum uniformly across
different types of projects and teams

lgnored the need for adaptation based on context Results
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Reduced Innovation

Over-planning and strict adherence to sprints, left little room for experimentation
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Teams become afraid of taking any risks

Focusing on meeting sprint goals rather than solving customer problems



agoda @ f2n

Do you suffer from any of these?

24
20

17
11 12
- . 3

Ritual Over Results Product Backlog is a Wish  Applying Scrum uniformly  Over-planning and strict  Teams are risk-averse None

List across all Teams adherence to sprints
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Should we be looking at Scrum? or Even
Agile?

Vliaybe we should try Kanban or XP!
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\What are the successful companies doing?

And who are they? what do they have in common? is it Agile?




E W
= x
They all have Extraordinary Products

What makes companies like Spotify, Amazon,
Airbnb, different?
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How do they make them? How are they
different?
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Enter... Product Engineering

s this Agile? Lets explore it...
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Disclaimer: There's Nlo Manual for this, it's an
observation

No one ever sat down and wrote a "Product Engineering guide” it's a collection of battle-tested practices that have emerged organically in the
trenches of software development



What makes a
Product Engineering Team?




Engineearin 0
ﬂgﬂdﬂ Acoademy

The Purpose

- To Innovate on behalf of the customer

> uncompromising quality products our customers love

> Drive the business




A lot of times people don’t know what they want

until you show it to them
- Steve Jobs
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The Work (Teams):

> Solves problems
> Are Enabled

> Takes Ownership of the results
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T Shaped Professionals




The Shape of Professional

Skill




Design [ hinking
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Design [ hinking

Design Thinking is a human-centered approach to innovation that draws from the designer's toolkit to integrate the needs of
people
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The 7 Parts of Design Thinking

» Empathize: Understand the user's needs, thoughts, emotions, and motivations

> Define: Clearly articulate the problem you're trying to solve based on user needs and insights
> |deate: Generate a wide range of creative solutions

> Prototype: Build quick, low-fidelity representations of your ideas

> Test: Get feedback from your users on your prototypes

> |terate: Refine your solutions based on user feedback

> |Implement: Put the vision into effect



Airbnb’'s Snow white project
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Side note: Importance of Empathy in Product
Engineering

In your day to day as an Engineer this is useful skill to develop too
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Without Empathy we can Fail

The user story written as:
‘As aregistrar, | want to be able to search for
a student when a family member calls.”
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Without Empathy we can Fail

1 he user story written as:
"As a registrar, | want to be able to search for a
student when a family member calls.”

What the user saia:

"As a registrar, | want to connect a family member
and student quickly in case of emergencies so
the caller doesn't become distressed or
aggressive during the wait.’




Importance of Data and Analytics
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Analytics becomes essential at scale because when you
have a million users a day its hard to talk to a segment of
them that's significant

Face to Face communication becomes impossible




Experimentation and Risk-Taking
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Test EVERY THING Culture

Not QA, AB Testing
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A/B TESTING

How AB lesting \\Works
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Loading

N\etflix have publish a lot of stuff on their Netflix Research blog, recommend checking them out
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There is a Cultural Impact of AB Testing

When everything is under an experiment you become less risk averse.
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Quick WAKE UP Question!

Short quiz to wake you up




How many AB Tests are running on the Agoda \Website and App right now?

29 o0 100 200

1000




Business Model Comprehension




Engineearin 0
ﬂgﬂdﬂ Acoademy

Importance of Business Model Comprehension by
everyone

> | shaped engineers
> Engineers are more involved, leads to a better product being built

> Helps to encorage end to end ownership, avoids "hand off”
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Amazon’'s Working Backward Method

Create the
backlog and
assign tasks.

Start with the Evaluate Discover Build the
customer and opportunity. Is solutions and
draft press it compelling get stakeholder

release. enough? approval.

high-level

roadmap and
identity
Should we . themes.
build it?

At Amazon they start with creating a press release



Technical North Star
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North Star Metrics

North star metric that moves the business in the right direction, examples Daily Active Users, Total Watch Time, etc. This metric becomes Ubiquitous

in the internal communication, and is well known.



Dealing with Technical Debt
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Balancing Feature Development with Technical
Improvements

Time is made for fixing things, Backlogs have both technical Improvements and product features on them. Technical Improvements are done as a

part of the sprint
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Atla sian’ Atlassian

Atlassian you can spend 207% of your time on "anything’



Team Autonomy
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Team's are enabled

A team has all the skills it needs on the team to solve the problems at Hand, without hand off to any other teams.




Constraints and Leverage




Constraints and Leverage

Use the context to you advantage

Constraints - If | only had more X
Leverage — If you give me X, I'll give you Y
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TASK
MOVIES

The ldea of the Lamborghini Car



And there's lots more...
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Too much for today

- The scope is constantly changing, New practices popup and drop off all the time

» Some other notes if you wants some terms to google and research later

> Jobs To Be Done framework
» Co-Creation Practices - if Pull requests and code revies are slowing you down look into this

» Team Topologies - The Book, highlights a lot of values and practices that are scattered across product engineering
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Summarize Key
aspects of Product

Engineering compared
to Agile Manifesto
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Key aspects of product engineering include (is this
Agile?)

> Customer-centric approach

> Cross-functional collaboration

> |terative development and continuous improvement

> Data-driven decision making )X

» Balancing feature development with technical excellence )( (Continuous attention to technical excellence..?)
> Focus on scalability and performance X

> Emphasis on innovation and experimentation X
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How does Product Engineering Stack up?

Product Engineering takes what we learned from Agile and evolves it with modern practices for scale and long term health of
systems.
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\What did you learn Today?

constraints and leverage

constraint and leverage new realities _
agoda vs booking dot com ways 1o engineer product
product developer 20 percent time press release
agile manifesto pg2 long term product health managing tech fitness
ab testing culture - ewHUTOsyondaghe  negotiations evolutior il
t Eh{] = u _ EVOILILION
- stmtw‘stic: =":1 data decision ma kmg measure everything
:_f ( Ieve rﬂge F}EGDIE dont read 2 page ab test

- solve provlems - - h
g bus factors e M p C] t y speed to market everything must evolve
gy
- § f,':'i

% - this can exist there is a page two experimentation  ab testing

3 J 5 why big tech rejectsagile product engineering teams

N s scrum  data leads the decison

- E Q. Ieverc:ge and constraints agile plus plus  data analytics

.
O o t less risk adv north star metrics
ﬂdﬂpt Inmhﬂrghml 6 months
menti for presentntl-:-n read page 2 ol
importance of product eng
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O questions
O upvotes




%?ﬂ https://medium.com/beer-and-servers-dont-mix

https://facebook.com/beerandserversdontmix

https://www.youtube.com/@RealDicko

©

il bttps://www.linkedin.com/in/joel-dickson-hs/

Reach out to me

My blog Is pretty active with loads of stuff
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