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® Diretor de Engenharia @Nubank

® Na onda Agil desde 2001, Gltimos 7
anos trabalhando @IndustrialLogic na
California

® Mestrado: “Reflexoes sobre o Ensino
de Metodologias Ageis na Academia,
Industria e Governo’

® Decadas de experiencia e sucessos com
empresas renomadas pelo mundo!!

® (Gosto de surfar e construir casas
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O que é Technical Product Management?

Technical
Product
Management e
gerenciar
produtos de

alta
complexidade

técnica.
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O que faz um Technical Product Manager no Nubank?

Construindo coisas
para pessoas que
constiroem coisas
para clientes...
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Analise de requisitos,
priorizacao, ajudar a equipe a
Se organizar e crescer, gerir
stakeholders e expectativas.

alex@nu.bank
@freire_da_silva



mailto:alexandre.freire@nubank.com.br

Engage
the

Product
Community

No Nubank acreditamos que o
PM é o facilitador da comunidade
de produtos que envolve todos:
suporte, design, brand, negocios,
e engenharia.
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Technical Product Management @freire_da_silva
Core Competencies

PM
CONDUCT USER/CLIENT INTERVIEWS

BUILD REVENUE/PRICING/COST/ADOPTION MODELS

DESIGN AND ANALYZE EXPERIMENTS

DESIGN AND FACILITATE MEETINGS

MAP AND UNDERSTAND COMPLEX SYSTEMS

ANALYTICS AND BUSINESS INTELIGENCE

USABILITY AND DESIGN

MEDIATE DECISION MAKING

COMMUNICATION

DOCUMENTATION

TIME MANAGEMENT

UNDERSTAND THE SOFTWARE DEVELOPMENT LIFECYCLE

KNOW HOW TO PROGRAM

DATA MODELS, FORMATS AND QUERY LANGUAGES v

BUILDS AND USES PROTOCOLS, LIBRARIES, FRAMEWORKS, APIs & SLAs

Inspired by https://medium.com/@johnpcutler/12-core-competencies-for-product-managers-8d5744f91bd
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Exemplos de sq
fazemos Tec
Product Mana
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Platform,

Mobile Platform,
Engineering Productivity,
Infosec,

Finance Platform,
Authorizer,

Acquisition
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Antes de ser

assim...

SAAAMEMRERUNMEENEUEERUHNERRARURENRR s v v e W

alex@nu.bank

@freire_da_silva



mailto:alexandre.freire@nubank.com.br

Antes de ser
assim...

Glossario

DevOps - conjunto de valores que guiam
uma cultura onde desenvolvimento e
operacao de um sistema de software sao
muito proximos

Tivemos um squad DevOps

alex(@nu.bank
@freire_da_silva
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Nao viva na
torre de
marfim:
ligar aos
objetivos da
empresa.
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99,9% uptime do sistema
de monitoramento
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99,9% uptime do sistema
de monitoramento

VS.
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99,9% uptime do sistema
de monitoramento

VS.
Reduzir MTTAe MTTR
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Objectives: Business outcome vs.
Output of work

Migrar para Kubernetes
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Migrar para Kubernetes
VS.
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Migrar para Kubernetes
VS.

Reduzir Custo da AWS e garantir
operacao para 10NMM
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NAO TEM JEITO

tem que se
aprofundar na
tecnologia e
em cultura de
engenharia

Entenda como ¢ feito, as perguntas e dores
da engenharia e o comportamento que
gostaria que eles exibissem.

Quando descobrimos a demanda real,
podemos empoderar as pessoas.

alex(@nu.bank
@freire_da_silva
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Criar plpellnes do GoCD para
0S servicos fora do E2E
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Criar plpellnes do GoCD para
0S servicos fora do E2E

VS.

Reduzir cycle time de deploy dos
Servicos

alex@nu.bank

@freire_da_silva


mailto:alexandre.freire@nubank.com.br

Obijectives: Business outcome vs.
Output of work

Criar pipelines do GoCD para
Glomsiti /Icos fora do E2E

GoCD - servidor de integracao continua

E2E - end to end, testes automatizados
que simulam um usuario real em um VS .
ambiente de homologacao

MTTR - cycle time, medida de tempo para

i ereeagole fime de deploy dos
Servicos

alex@nu.bank
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Cycle Time Optimization - Benchmark

Cycle Time: The amount of time a commit takes since it is merged
to master until it reaches staging

top 10 terms for #1 or #2 To summarize, in 2017 we found that, when compared to
term 1or2 low performers, the high performers have: 46 times more
'eze.ﬂakyn%s 10 frequent code deployments 440 times faster lead time

e2e-queue-latency 5 from commit to deploy 170 times faster mean time to

e2e-latency 4 recover from downtime 5 times lower change failure rate

domain 4 (1/5 as likely for a change to fail)

e2e-run-latency 3

undertaker 3

e2e-queue-contention 3 In order to measure organizational performance, survey respondents were asked to rate their
e2e-newfeature-difficulty 9 organization’s relative performance across several dimensions: profitability, market share, and
e2e-instability 2 productivity.

datainfra-misc 2

Productivity Issues Survey #1 Accelerate (2018). N Forsgren, J Humble, G Kim
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CyCI e Tl me @freire_da_silva
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Frequéencia de deploys @freire_da_silva
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Migrar COdIgO moblle para o
Monorepo
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Migrar COdIgO moblle para o
Monorepo

VS.
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bjectives: Business outcome vs
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Migrar codlgo moblle para o
Monorepo

VS.

Reduzir cycle time de deploy dos
apps
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Migrar codlgo moblle para o

Monorepo
prpv \"ASH
Reduzir cycle time de deploy dos
apps
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Frequencia de releases O Qireire_da_silva
iI0OS / Android alpha releases to stores
B iOSalpha @ Android alpha
30
Miguel Lemos 4:27 PM
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iIcs or it didn’t happen

Comunicacao para nao
ser invisivel

alex@nu.bank

@freire_da_silva


mailto:alexandre.freire@nubank.com.br

Visualize your Bets

Hybrid Boarad

Company Goals To do Discovery
Best people engaged,
developed and
productive

New Blog Infra Qualitividade

Mobile
Deployment
Pipeline
(Monorepo)

Optimize

Service
AWS Cost 2019 Library Mobile Deployment

Datomic Cloud Documentation
el Stewardship Monitoring

Budget Pipeline
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Convencendo o CEO a investir em
valor interno

importante
priorizar
esse
trabalho!
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Quando tinhamos 1MM de clientes,
alguém pensou:
Como seria com 5MM?

Pensando no
futuro

Sem o trabalho de plataforma n&o iriamos
conseguir alcancar a escala que
alcancamos na mesma velocidade
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E emergente

“Let 1000 flowers bloom
them rip 999 of them by
the roots”

Peter Seibel - Twitter’s
Engineering Effectiveness Group
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Contribuindo de volta

Open Source

github.com/nuban

.-
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Dnu.bank

aire_da_silva
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END GAME

Quando
escrever a
propria
| linguagem de
programacao ?

Ve e X alex(@nu.bank
o @freire_da_silva
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