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The 7 Steps to Building a Modern 
Engineering Platform in a Bank.
Debunking the myths of doing it for real 
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Update confidential designator here

Version number here V00000

What's next in OpenShift Q3CY2020
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Who are these 
clowns and why should 

I listen to them?

X



Setting the scene 󰥤🖼
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Approach

How to build 
platforms fit 
for purpose

By debunking 
some myths 

that we’ve 
observed 

Sharing our 
steps for you 
to copy and 

be successful 
too

Showing off 
some of the 

Big Nerdy 
Stats from 

doing things 
differently



REALITY
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I want to create an awesome Developer 
Experience!
Give me a fancy UI! Oh, and I’m going 
to need a huge team to manage it….
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Myth #1 

Myth #1



REALITY
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Y-A-G-N-I*

* or at least not initially anyways 😏



STEP 1 - Cognitive Load
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Your engineers

Software development has changed…

I-shaped T-shaped Pi-shaped Comb-shaped

Depth of 
knowledge

Breadth of knowledge

Specialist

Broad general knowledge

Specialist

Broad general knowledge

Specialist

Specialist

Specialist

Specialist

Specialist

Broad general knowledge

Specialist



Stream aligned product development teams

STEP 1 - Cognitive Load
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Your platform

Software development has changed

Cluster services

Application layer
Application operations

Platform layer
Platform operations

Infrastructure layer
Hybrid cloud

Cognitive 
load



Stream aligned product development teams

Cluster services

Application layer
Application Operations

Platform layer
Platform Operations

Platform services Application services Data services Developer services

STEP 1 - Cognitive Load
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Software development has changed
Your platform

Infrastructure layer
Hybrid cloud

Automation layer
Automation Services Cloud Security Network Application
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STEP 1 - Cognitive Load



CONFIDENTIAL designator

The guiding principle …
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STEP 1 - Cognitive Load

Will it reduce the cognitive load 
on the development teams?

CONFIDENTIAL designator



STEP 1 - Cognitive Load
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THE GUIDING 
PRINCIPLE -

WILL IT REDUCE 
COGNITIVE FOR THE 

DEV TEAMS?



STEP 2 - Self Service
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MEET THE DEVELOPERS WHERE THEY ARE



STEP 2 - Self Service
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STEP 2 - Self Service
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IF YOU’RE DOING 
TICKETS 

 YOU’RE NOT DOING 
SELF SERVICE



We know our user needs, we don't need 
to talk to them!

16

Myth #2 

Myth #2



REALITY 
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STEP 3 - Platform as a Product

18

Apply a product management 
mindset to building platforms

Understanding the needs of the platform users

•



Desirability
DevEx

ViabilityFeasibility
Platform Engineers PO/Business

● Who is our customer?
● What need or job do we solve for the 

customer and user?
● How do we know if people would 

want this product or service

● What is the business 
model?

● How can we build 
sustainable business?

● How can we make it 
work in reality?

● What technology to 
use?

Successful Product = 
Thinnest Viable Platform

Build the 
right thing

Build the 
thing right

Build the 
products 

customers want

P-a-a-P

STEP 3 - Platform as a Product



STEP 3 - Platform as a Product
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MH - A lesson we learned, all good products have versions, 
we now have VERSIONS of our platform so we can update 
all at once… 

DS - Link to nu-j

https://github.com/nu-j



STEP 3 - Platform as a Product
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ENSURE YOU HAVE 
STRONG PRODUCT 

OWNERSHIP TO 
MAKE THIS WORK 



STEP 4 - Lego  Bricks
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Provide Lego Bricks and a way to
do something.
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STEP 4 - Lego  Bricks



STEP 4 - Lego  Bricks
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FOR THE MANY NOT 
THE FEW - ENSURE 
YOU HAVE DIVERSE 
SET OF PLATFORM 

USERS



If we build it , 
they will come…
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Myth #3 

Myth #3



REALITY 
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STEP 5 - Build it together - Inner Sourcing
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STEP 5 - Build it together - Inner Sourcing
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BUILD FOR REUSE NOT SINGLE USE



STEP 5 - Build it together - Inner Sourcing
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Empower your 
developers and 

encourage them 
to contribute 

back

📣 NO TICKETS 
NEEDED 



STEP 5 - Build it together - Inner Sourcing
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DON’T BE A PR 
GATEKEEPER - 

YOU'VE JUST MOVED 
THE TICKET QUEUE 

INTO GIT



STEP 6 - Sensible Guardrails
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MAKE THE SAFE PATH 
THE EASY PATH



STEP 6 - Sensible Guardrails
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DEVELOPERS

Containers can promote bad 
behavior

OPERATORS

Deal with it

REALITY →



STEP 6 - Sensible Guardrails

33

🎙GO CHECKOUT 󰞹

Policy Management and Delivery at Scale @ 15:45



STEP 6 - Sensible Guardrails
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DON’T GET STUCK 
OVER ENGINEERING 

POLICIES. CREATE 
THE PATTERNS AND 

ITERATE 



Some Big Nerdy Stats!
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Approach



Big Nerdy Stats

 🏆 From 0 to Hero in 3 Weeks
> First application team onboard, learning as we did, 3 weeks after we began
> Supercharged with Open Innovation Lab Residency from Red Hat
> Onboarding a new team takes about 5 minutes - fully automated

 🏆 60% of all strategic services within the bank run on OpenShift 
> 20 teams onboard from Online Banking to CRM to Mortgage Service
> Payments runs 100% of their workloads on the platform

🏆 Payments pushes 30 times per month to Production
> Repeatable, validated, traceable  changes via GitOps 🐙
> Enabled by self-service, trust and autonomy

15x
New service 
deployment
From 15 to 1 days*

20x
Increase 
productivity
From 20 to 1 day*

Fully automated, 
0 Failures
2 Week Releases, 
Rolling n-1  Platform 
Upgrades



But wait, what about the 7th Step?!
…
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The 7 Steps



STEP 7 - #NEVERDONE
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#NEVERDONE
Do the best you can until you know 

better. 

—

Then when you know better, 

do better


