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How to create
a developer productivity team

with high productivity?



Developer Productivity (DP) teams

Different names

• Developer Productivity (Gradle, Apple)

• Developer Experience (Snyk)

• Engineering Productivity (Google, GitLab)

• Productivity Engineering (Netflix)

• DevInfra (Meta, Airbnb)

Same mission

• Enhanced developer efficiency

• Improved developer experience

• Faster feedback cycles 

• Increased value for customers

• Based on data-driven initiatives
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https://gradle.com/developer-productivity-engineering/
https://jobs.apple.com/de-de/details/200497062/engineering-project-manager-software-developer-productivity-coreos
https://getdx.com/podcast/snyk-developer-experience
https://landing.google.com/engprod/
https://about.gitlab.com/handbook/engineering/quality/engineering-productivity/
https://medium.com/dev-interrupted/engineering-productivity-culture-at-netflix-a50d612d25a7
https://engineering.fb.com/category/developer-tools/
https://careers.airbnb.com/positions/5172152/


Developer Productivity teams

4

DP team

DevOps 
team

Platform 
team

Structure

Work prioritisation

Communication

Ownership



*Based on our experience and industry practices

Agenda :: Key ingredients
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Decrease 
cognitive load

Develop    
self-service 
platforms

Focus on 
quality

Harness the 
power of 
metrics

Strengthen 
collaboration 
with the dev 

teams



Digital Employee Experience Platform

• 44 feature teams 

• 250+ engineers

• 12 engineers in the DevEx group

• On-premise & Cloud product



Key achievements
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2022 Apr

2023 Jan

Sep

Engineering Productivity team is formed

Improved deployment of microservices

• 7x faster deployments in production
• 10x increase in continuous deployments 

within internal integration environments
• 80% adoption of the new CD pipeline

Improved CI/CD system

• Improved scalability and reliability
• 40% reduction in open support tickets 
• 95% adoption of Jenkins-as-Code

Improved repository management system

• Embedded governance and security
• Autonomous management of repository settings
• Moved to a cloud-based solution



Decrease cognitive load



Decrease cognitive load

• One of the three core dimensions for 
increasing DevEx [1]

• Cognitive load can be improved by limiting 
the number of types of domains per team [2]

• We can decrease the cognitive load by 
decreasing the ownership of a team
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[1] A. Noda, M. Storey, N. Forsgren, and M. Greiler. 2023. DevEx: What Actually Drives Productivity: The developer-centric approach to 
measuring and improving productivity.
[2] M. Pais and M. Skelton. 2019. Team Topologies: Organizing Business and Technology Teams for Fast Flow

Three core dimensions of Developer Experience [1]



Our DevOps team 
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Base VM for the on-premise product

Repository management system

Artifacts management system

CI/CD tools

Release management & engineering

Product Delivery

DevOps-related topics

January 2019



Our DevOps team 

Access rights management
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Development of Cloud infrastructure

Base VM for the on-premise product

Kafka lifecycle

Development environments

Repository management system

Artifacts management system

CI/CD tools

Release management & engineering

Deployment of microservices

SDLC processes

Kubernetes lifecycle

Deployment pipelines for infrastructure

Istio lifecycle

Product Delivery

DevOps-related topics

January 2022



Decrease ownership per team

Access rights management
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Development of Cloud infrastructure

Kafka lifecycle

Development environments

Repository management system

Artifacts management system

CI/CD tools

Release management & engineering

Deployment of microservices

SDLC processes

Kubernetes lifecycle

Deployment pipelines for infrastructure

Istio lifecycle

Platform Systems

product-related topics

Engineering Productivity

development-related topics

April 2022

Base VM for the on-premise product



Decrease ownership per team

Access rights management

13

Development of Cloud infrastructure

Kafka lifecycle

Development environments

Repository management system

Artifacts management system

CI/CD tools

Release management & engineering

Deployment of microservices

SDLC processes

Deployment pipelines for infrastructure

Platform Systems

product-related topics

Engineering Productivity

development-related topics

January 2023



Decrease ownership per team

Access rights management
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Development of Cloud infrastructure

Kafka lifecycle

Development environments

Repository management system

Artifacts management system

CI/CD tools

Release management & engineering

Deployment of microservices

SDLC processes

Deployment pipelines for infrastructure

CI/CD Tooling DevEnvs Infrastructure aaS Kafka

Vision for the future



Decrease cognitive load :: Action items

• Decrease the ownership of a team

• Maintain a roadmap for work prioritisation

• Set efficient support: round robin support person or Tier 1 support team [3]

• Introduce a PM role [team structure] 
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[3] Managing developer requests and prioritizing personas at Twitter, Jasmine James (Twitter), https://getdx.com/podcast/developer-experience-twitter

https://getdx.com/podcast/developer-experience-twitter


Develop self-service platforms



DevOps teams can easily become a bottleneck

17

DP teamDevelopers

I need access to X

We need a new Jenkins controller/agent

We need a new repository

We need to change the settings of a repository

We need to deploy X for our new feature



Develop self-service platforms :: Examples
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I need access to X

We need a new Jenkins controller/agent

We need a new repository

We need to change the settings of a repository

We need to deploy X for our new feature

DP teamDevelopers

RBAC-as-Code

Repository creation and management
-as-Code

Jenkins-as-Code / Ephemeral agents

CD pipeline / Infrastructure-as-a-Service



Develop self-service platforms :: Results

• Autonomy in obtaining the required 
services and tools

• Faster feedback loop 

• Reduced cognitive load [4]

• Better scalability and throughput

• Improved flow state

• Less support tickets

For the DP teamFor developers
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[4] 2023 Gartner Top 10 Strategic Technology Trends, https://www.gartner.com/en/information-technology/insights/top-technology-trends 

https://www.gartner.com/en/information-technology/insights/top-technology-trends


Number of open support tickets
Sep 2021 – Sep 2022
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To Do
In Validation
In Progress



Number of open support tickets
Sep 2022 – Sep 2023

Rollout of the CD pipeline 

Migration to a new tool 
for repository management

Improved format for 
environment specific 

configuration
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To Do
In Validation
In Progress



Develop self-service platforms :: Action items

• Treat the self-service platforms as a product [work prioritisation]

• Embedded governance & security policies 

• Facilitate adoption [communication]

• Design for habitability: Provide intuitive and safe interface for the users [5]
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[5] Sam Newman. Jul 2022. Designing for Habitability, https://www.youtube.com/watch?v=lDSMDJXmOps 

https://www.youtube.com/watch?v=lDSMDJXmOps


Focus on quality



Bring QA knowledge in the team

Dedicated QA engineer

• Dedicated focus on quality: protected from 
pressure to deliver new increments

• Hard to find someone with knowledge of 
IaC technologies

DevOps/Platform engineer 
with a QA background

• Enthusiastic for test automation and 
improving test practices

• Great knowledge of IaC technologies

24



Focus on quality :: Examples
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Ensure compatibility between CI 
runners and the standard build tools

Schema validation of YAML configuration 
for self-service platforms

Validation of requirements on each 
PRs for deployment of microservices

Chihuahua syndrome, https://sketchplanations.com/ 

https://sketchplanations.com/


Focus on quality :: Results

• Better productivity and experience 
using the provided services and tools

• Improved flow state

• Less support tickets

• Move to proactive issue resolution

• More time for strategic work

For the DP teamFor developers
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Focus on quality :: Action items

27

• Bring QA knowledge in the team [team structure] 

• Quality is a shared mission in the DP team [work prioritisation] 

• Introduce alerts to detect important failures and react fast to fix issues



Harness the power of metrics



Voice of the developer

Main pain-points highlighted 
by the developers 

Struggles visible on public chats Statistics from support tickets

Launch surveys to get feedback
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Wikipedia. September 2023. “Voice of the Customer”. https://en.wikipedia.org/wiki/Voice_of_the_customer 

https://en.wikipedia.org/wiki/Voice_of_the_customer


Use metrics tailored for the initiative
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New CD pipeline

Legacy method

• Get metrics before rolling out 
changes to the teams

• 10x more deployments in a 
global integration 
environment

• Measure adoption

• More than 50% decrease of 
the usage of the legacy 
method



Metrics to follow adoption
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Harness the power of metrics :: Action items

• Metrics as part of the team mission [work prioritisation] 

• Voice of the developer

• Use metrics tailored for the initiative

• Use metrics to follow adoption

32



Strengthen collaboration with the development teams



Proven customer-centric practices
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Company Customers
Product announcements

Documentation

Demos & trainings

Technical support 

Customer success program



Strong team API
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DP team Developers

Product announcements

Documentation

Demos & trainings

Technical support 

Customer success program

[2] M. Pais and M. Skelton. 2019. Team Topologies: Organizing Business and Technology Teams for Fast Flow

Strong team API [2]



Strong collaboration with the developers :: Examples

Weekly meeting for important 
announcements, news and office hours

Documentation with internal 
setup of tools and governance

Workshops & trainings for tools 
and services

Dedicated communication channels 
for adoption of big changes

Support board for existing tools 
and services

Launch surveys to get feedback
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Strong collaboration with the developers :: Action items

• Developer-centric solutions [work prioritisation]

• Set strong team API

• Establish communication channels for different purposes
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Take-home message



Decrease 
cognitive load

Develop self-
service 

platforms

Focus on 
quality

Harness the 
power of 
metrics

Strengthen 
collaboration 
with the dev 

teams
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Unleash the potential of your teams
and get better, faster and stronger results 



Thank you!

ana.petkovska@nexthink.com
LinkedIn: @apetkovska

https://www.nexthink.com/company/careers 
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